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INTRODUCTION 

This  report  sets  forth  a  review  of  the  strengths  and  weaknesses  of  the 
Metropolitan  Police  Department.  It  also  provides  a  Plan  of  Action  to  move  the 
Department  toward  goals  of  excellence  in  its  organization,  management,  service  de- 
livery and  effectiveness.  Based  upon  an  intensive  internal  assessment,  the  Plan 
provides  for  strong  management  initiatives  and  guidelines  to  deal  with  areas  of 
identified  weakness,  while  capitalizing  on  and  strengthening  the  many  positive  at- 
tributes of  the  Department. 

Preparation  of  the  Plan.  For  the  last  ten  months,  the  Department  has  been 
undergoing  an  extensive  self-assessment  and  review  process,  the  intent  of  which  has 
been  to  define,  articulate  and  deal  with  the  following  five  major  Department  priori- 
ties: 

•  Identification  of  the  major  strengths,  weaknesses  and  unre- 
solved issues  facing  the  Department. 

•  Identification  of  Department  values. 

•  Definition  of  the  role  of  the  Department  given  the  priorities 
and  needs  of  the  parent  agency,  the  Metropolitan  District 
Conunission. 

•  Identification  of  the  organization  changes  that  are  necessary  to 
correct  weaknesses,  reinforce  strengths  and  resolve  issues. 

•  Identification  of  the  program  and  action  goals  that  the  De- 
partment will  seek  to  achieve  during  the  coming  months  and 
years. 

The  following  report  contains  a  summary  of  the  self -assessment,  a  multi-year   'Plan 
of  Action'  and  the  department  *  Priority  Programs'  for  Fiscal  Year  1988. 

Organization  of  the  Plan.  The  Plan  of  Action  is  divided  into  five  major  sec- 
tions: 

I.  The  Assessment 

II.  The  Values  of  the  Department 

III.  The  Organizational  Improvements 

IV.  The  Department  Priority  Programs 

V.  Implementation  Overview  and  Summary 


Together,  these  sections  provide  a  detailed  analysis  of  the  strengths  and 
weaknesses  of  the  Department  as  well  as  the  directions  that  the  Department  will  be 
taking  during  the  coming  years  to  effectively  address  the  identified  major  Depart- 
ment priorities.    The  following  is  a  brief  outline: 

The  Assessment.  This  section  discusses  the  results  of  a  ten  month  long  in- 
ternal assessment  of  the  department  conducted  by  a  Department  Task  Force  which 
used  a  variety  of  methods  and  analysis  techniques,  including  a  questionnaire  devel- 
oped by  the  Task  Force  and  distributed  to  all  Department  personnel.  Numerous  in- 
terviews and  meetings  were  also  held  with  department  personnel  of  all  ranks,  com- 
munity leaders,  union  leaders,  political  figures,  members  of  the  M.D.C.  and  other 
State  agencies,  and  recognized  leaders  in  the  police  establishment,  including  practi- 
tioners and  academics.  Those  efforts  were  intended  to  provide  the  Task  Force  with 
a  comprehensive  and  broad  based  understanding  of  the  strengths  and  weaknesses  of 
the  Department,  its  current  and  future  role,  as  well  as  suggested  priorities.  The 
Task  Force  also  conducted  extensive  research  of  current  'State  of  the  Art'  pro- 
grams and  practices  in  American  policing,  to  determine  their  applicability  and  ap- 
propriateness to  the  Metropolitan  Police.  Care  was  taken  not  to  're-invent  the 
wheel'  when  programs  and  policies  already  in  place  in  other  departments  were 
clearly  applicable  to  the  Metropolitan  Police.  In  other  areas,  because  of  our 
unique  policing  environment  and  role  the  Task  Force  reconmiended  that  the  Depart- 
ment develop  its  own  'Department  Specific'  programs. 

The  Department  Conmiand  Staff,  throughout  the  process,  discussed  the  various 
findings  and  proposals  and  provided  guidance  to  the  Task  Force.  This  continual  ex- 
change and  coordination  of  information  was  necessary  and  crucial  to  the  successful 
completion  of  the  assessment  and  the  resultant  Plan  of  Action.  The  dynamic  nature 
of  modem  policing  requires  the  ability  to  successfully  coordinate  the  need  to  react 
quickly  to  changing  conditions  while  being  cognizant  of  and  taking  into  account  long 
range  pro-active  planning  processes. 

The  Department  Values.  A  statement  of  values  is  a  relatively  new  and 
emerging  concept  in  modem  and  progressive  American  policing.  This  section  pro- 
vides a  description  of  the  key  values  and  beliefs  proposed  for  the  Metropolitan  Po- 
lice Department.  They  are  intended  to  serve  as  a  strong  foundation  for  all  that  we 
do  in  the  future.  They  are  particularly  appropriate  in  light  of  the  recent  criminal 
corruption  problems  involving  both  former  and  current  members  of  the  Department. 


The  Organizational  Improvements.  This  section  reflects  the  efforts  to  be 

undertaken  to  build  a  police  organization  that  is  d3mamic,  high  performing,  progres- 
sive, with  good  facilities  and  equipment,  highly  trained  and  motivated  personnel  and 
all  needed  support  S37stems.  In  order  to  move  the  Department  toward  increased  ex- 
cellence and  professionalism,  coordinated  efforts  will  be  undertaken  in  the  following 
areas: 

•  Department  Reorganization:  Improvements  will  be  aimed  at  re- 
fining the  organizational  structure  of  the  Department  so  as  to 
increase  management  coordination  and  control  of  key  activities 
while  providing  decentralization  of  authority  and  accountability. 
These  improvements  will  be  structured  so  as  to  fully  support 
the  mission,  priorities,  goals  and  objectives  of  the  department 
as  identified  in  this  plan.  The  organizational  changes  will  also 
reflect  prioritization  of  functions  and  allocation  of  resources 
and  personnel  to  support  these  functions. 

•  Personnel  Management:  Efforts  to  be  undertaken  in  this  area 
include  implementation  of  career  development  programs;  in- 
creased quality  of  recruitment;  employment  screening  and 
training  of  personnel;  in  service  training  enhancement;  promo- 
tional training;  performance  evaluation  of  personnel;  reward  and 
commendation  programs;  and  increased  levels  of  supervisory 
personnel. 

•  Administration  of  the  Department:  Updating  and  modernizing 
the  Department's  rules,  regulations,  directives,  policies, 
procedures  and  information  dissemination  systems  will  be  initi- 
ated; national  accreditation  of  the  Department  as  a  goal  will 
be  actively  reviewed;  inspection  programs  and  performance 
measurement  and  evaluation  systems  for  department  functions 
will  be  implemented. 

•  Management  of  Information:  Efforts  in  this  area  will  focus  on 
improving  the  Department's  teleconmiunications  system,  data 
processing  capabilities,  UCR  systems,  records  management,  as 
well  as  information  dissemination  programs  to  department  per- 
sonnel and  the  public. 

•  Equipment  and  Facilities:  Extensive  and  comprehensive  pro- 
grams will  be  initiated  to  address  both  short  and  long  term  ini- 
tiatives to  modernize  and  improve  the  maintenance  of  the  de- 
partment's motor  vehicle  fleet;  repair,  re-build  and  modernize 
the  department  facilities;  development  of  a  twenty  year  plan  to 
address  the  department's  future  facility  needs;  design  and  im- 
plementation of  a  helicopter  patrol  program;  improved  quality 
and  design  of  officer's  uniforms  and  equipment. 
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Department  Priority  Programs.  Department  priority  programs  reflect  opera- 
tional performance  objectives  and  goals  which  will  be  developed  annually.  Their  at- 
tainment is  directly  related  to  the  successful  implementation  of  the  stated  depart- 
ment values  (Section  II)  and  organizational  improvements  (Section  III).  Capitaliz- 
ing on  a  strong  'value'  foundation  and  a  modem  functional  organization,  program 
priorities  are  major  issues  of  concern  which  need  to  be,  and  more  importantly,  are 
capable  of  being,  addressed  in  the  department's  annual  Operational  Plan.  The  de- 
partment's Fiscal  88  Operational  Plan  will  focus  on  the  following  priority  programs: 

•  Improving  the  flow  of  fush  hour  traffic; 

•  Increase  visibility  of  Metropolitan  Police  units  at  M.D.C.  parks, 
waterways,  beaches  and  recreational  facilities  to  improve  order 
maintenance  and  reduce  signs  of  crime; 

•  Improving  enforcement  efforts  against  drunk  drivers  and  motor 
vehicle  law  violators  on  agency  roads; 

•  Improving  waterway  safety. 

The  department's  priority  programs  for  Fiscal  88  will  also  be  reflected  in  the 
Performance  Management  Systems  (PMS)  goals  for  the  department's  conmiand  staff 
and  the  Employee  Performance  Review  System  (EPRS)  goals  for  all  department  em- 
ployees (as  referenced  in  the  new  collective  bargaining  agreements). 

Implementation  Overview  and  Summary.  Summarizing  the  plan  and  its 
implementation,  this  section  discusses  the  expected  benefits  to  the  Department,  its 
members,  the  M.D.C.  and  the  public. 


L 


I.  THE  ASSESSMENT:  THE  CURRENT  STATE  OF  THE  DEPARTMENT 


I.  THE  ASSESSMENT:  THE  CURRENT  STATE  OF  THE  DEPARTMENT 

The  Strengths  of  the  Department.  The  Metropolitan  Police  Department  has 
many  achievements  of  which  it  can  be  proud.  It  also  has  important  traditions  and 
competent  personnel  which  lay  the  groundwork  for  achieving  policing  excellence 
over  the  coming  years.  In  reviewing  the  Department,  the  Task  Force  carefully 
documented  the  many  things  both  good  and  bad  about  the  organization.  There  was 
a  natural  tendency  to  focus  on  things  which  needed  improvement  and  change.  Yet, 
it  was  important  to  keep  in  mind  the  many  strengths  of  the  Metropolitan  Police 
which  have  served  the  public  well  over  the  years.  Mindful  of  these  considerations, 
during  its  assessment  the  Task  Force  attempted  to  identify  significant  organizational 
strengths  upon  which  the  department  could  build  as  it  moved  toward  excellence. 
Among  these  strengths  are  the  following: 

The  High  Quality  of  Personnel  is  the  department's  major  strength.  They  are 
a  committed  group  of  professionals  who  are  well  educated  and  well  trained  and  who 
share  the  common  bond  of  pride  in  themselves  and  their  department's  history  and 
traditions.  As  indicated  by  their  responses  to  the  Task  Force  assessment  question- 
naire, they  are  desirous  and  supportive  of  the  changes  and  increased  efforts  that 
will  be  required  to  move  the  department  forward. 

The  department  has  also  recently  placed  85  new  recruits  into  the  Metro  Po- 
lice Academy  which  has  been  relocated  to  the  new  Massachusetts  Criminal  Justice 
Training  Center  at  Needham.  This  addition  brings  the  personnel  strength  of  the  de- 
partment to  its  highest  level  in  history.  More  importantly,  it  provides  additional 
highly  trained  personnel  that  will  be  necessary  to  implement  the  programs  outlined 
in  other  sections  of  this  plan. 

The  Unique  Policing  Environment.  As  explained  in  more  detail  in  other  sec- 
tions of  this  report,  the  Metropolitan  Police  operate  within  a  relatively  unique 
policing  environment,  particularly  when  compared  with  most  municipal  and  special- 
ized police  agencies.     Elements  of  this  'environment'  include: 

•  A  Service  Role:  There  is  a  strong  officer  identification  with  a 
*  service  delivery'  and  *  public  assistance'  role  rather  than  a 
primary  focus  on  *  crime  fighting'  (this  is  particularly  signifi- 
cant when  the  relatively  small  levels  of  crime  reported  within 
the  MDC  jurisdiction  are  taken  into  consideration). 
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•  Limited  Corruption:  With  the  notable  exception  on  the  some- 
what unique  'exam  scam'  scandal,  the  department  has  had  few 
internal  corruption  related  problems  involving  the  more  tradi- 
tional sources  of  police  corruption,  vice  and  drugs. 

•  Service  Demand  Variabilit3^  The  department's  constituency, 
which  is  transitory,  utilizes  the  agencies  facilities  and  services 
for  only  limited  periods  of  time,  and  often  on  a  seasonal  basis. 
As  a  result,  they  have  very  little  understanding  of  the  depart- 
ment's role  as  well  as  undefined  and  relatively  low  expecta- 
tions. 

•  Self -Initiated  Work  Demands:  While  the  workload  of  the  de- 
partment is  considerable  (and  is  primarily  self  initiated),  pre- 
liminary analysis  indicates  that  Metro  Police  have  significantly 
more  *free'  or  uncommitted  random  patrol  time  than  their  mu- 
nicipal counterparts.  From  a  management  perspective,  this  is 
particularly  useful  because  it  provides  a  large  amount  of  patrol 
resources  that  can  be  directed  at  department  priorities  and 
problem-solving. 

Capital  Modernization  programs.  In  the  critical  years  ahead,  the  department 
will  benefit  from  and  maximize  upon,  a  large  number  of  *  capital  funding'  projects 
already  in  progress  which,  for  the  first  time,  will  be  incorporated  into  a  comprehen- 
sive management  program.     They  include: 

Facilities  Improvements.  In  conjunction  with  the  State  Division  of  Capital 
Planning  and  Operations  (DCPO)  and  the  MDC  Parks  Engineering  and  Construction 
Division,  the  department  has  developed  a  comprehensive  multi-phased  program  to  im- 
prove and  upgrade  department  facilities  over  the  next  twenty  years.  To  date, 
$990,000  has  been  already  conmiitted,  $2,000,000  is  scheduled  for  commitment  for 
Fiscal  1988,  and  another  $2,300,000  has  been  identified  for  construction  of  a 
Southwest  Corridor  facility.  Work  books  and  a  comprehensive  master  plan  are 
nearly  complete  on  a  Fiscal  89  capital  funding  request  for  $7,000,000  for  new  con- 
struction to  meet  additional  department  needs  for  the  next  twenty  years.  Also,  a 
new  headquarters  facility  is  currently  being  built  on  the  ninth  floor  of  MDC  Head- 
quarters at  20  Somerset  Street  with  scheduled  occupancy  in  the  Summer  of  1987. 

Equipment  Modernization.  Having  failed  to  buy  new  vehicles  for  the  last  two 
years,  the  department,  working  in  close  cooperation  with  the  State  Motor  Vehicle 
Management  Bureau  (MVMB),  has  recently  developed  a  replacement  schedule  which 
will  provide  for  future  routine  replacement  of  vehicles.  As  part  of  this  program, 
the       department  has  recently  received  $800,000  worth  of  vehicles  (39  cruisers,  8 
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pushbars,  5  patrol  wagons,  12  motorcycles),  will  receive  an  additional  30  vehicles 
within  the  next  60  days  and  has  scheduled  for  Fiscal  '88  an  additional  $800,000 
(approximately  70  additional  vehicles). 

A  new  $700,000  helicopter  is  scheduled  for  delivery  in  June.  Operational  in 
1988,  it  will  contribute  significantly  to  the  department's  traffic  enforcement  opera- 
tions. 

As  part  of  a  modernization  and  expansion  program,  the  department  will  also 
order  six  new  boats  for  the  Marine  Division  (total  cost  $200,000)  including  four  25' 
outboard  rapid  response  boats,  a  27'  Boston  Whaler  and  a  25'  *  Everglade  type'  air- 
boat  (for  rescues  over  ice).  Additionally,  a  recent  department  initiative  has  re- 
sulted in  the  acquisition  of  a  surplus  31'  patrol  boat  from  the  Coast  Guard  at  no 
cost  to  the  department. 

Telecommunications  System.  A  $2,500,000  project,  this  State  of  the  Art  sys- 
tem includes  a  new  *800  trunking  system'  radio  communications  network,  comprehen- 
sive computer  aided  dispatching  and  data  processing  system,  a  citizen  emergency 
call  box  network,  and  mobile  data  computer  terminal  program  for  the  department's 
vehicles.  Late  in  1988  or  early  1989,  the.  department  will  literally  leapfrog  50 
years  forward  in  the  quality  and  technology  of  its  radio  and  computer  operations 
allowing  it  to  replace  one  of  the  worst  police  radio  systems  in  the  state  with  the 
most  modem  and  comprehensive  of  any  department  in  the  New  England  region. 

MDC  Conmiissioner  William  Geary  has  put  together  an  additional  $3,000,000 
Fiscal  88  Capital  Budget  request  which  would  provide  walkie  talkies  for  each  mem- 
ber of  the  department  as  well  as  an  additional  150  Mobile  Data  Terminals  for  de- 
partment cruisers. 

Drunk  Driving  Enforcement  Program.  This  very  successful  on-going  program 
is  a  singular  example  of  the  department's  ability  and  capability  to  deal  with  identi- 
fied problems  in  an  aggressive  and  productive  manner. 

The  Impact  of  the  Strengths.  While  the  existing  organization  'structure'  will 
have  to  be  modified  to  support  the  Plan  of  Action,  the  comprehensive  nature  of  the 
department,  its  full  service  capabilities  and  jurisdictional  uniqueness,  cannot  be  un- 
derestimated as  a  strong  foundation  that  will  allow  the  department  to  move  in  new 
directions.     The  challenge  for  the  department,  its  managers  and  its  personnel,  in  the 


years  ahead  will  be  to  maximize  on  those  strengths  while  correcting  the  identified 
weaknesses,  and  to  do  it  in  an  innovative  and  professional  manner.  If  we  are  suc- 
cessful, and  there  is  every  reason  to  believe  that  we  will  be,  then  the  future  role 
and  status  of  the  department  will  be  assured. 

The  Weaknesses  of  the  Department.  The  Metropolitan  Police  Department  has 
developed  in  a  sporadic  manner  over  the  years,  without  a  strong  mandate,  under- 
standing of  its  role,  functions,  goals,  organizational  priorities,  or  external  review 
and  evaluation.  Generally,  the  department  has  been  expected  to  respond  to  police 
and  public  safety  problems  within  its  jurisdiction,  often  in  a  reactive  manner,  with 
only  limited  prioritization,  and  consideration  or  understanding  of  the  many  competing 
demands  for  Metropolitan  Police  services.  This  *day  to  day'  style  of  management 
and  reactive  form  of  policing  contributed  significantly  to  the  major  weaknesses 
identified  by  the  Task  Force.  It  should  be  noted  that  during  the  early  1980's  in 
particular,  this  department  and  its  command  staff  were  faced  with  a  variety  of 
pressures  that  exacerbated  and  contributed  to  these  problems.  They  included  a  bit- 
ter and  fractious  relationship  with  the  union  as  well  as  a  State  administration  hos- 
tile to  the  department  and  the  agency.  This  hostility  was  reflected  in  reduced 
budget  appropriations  that  reduced  the  department  in  size  to  less  than  350  officers 
(compared  to  650).  The  resultant  major  weaknesses  can  be  characterized  as  fol- 
lows: 

•  A  lack  of  clear  direction,  identity  (role  and  functions),  service 
priorities  and  goals.  The  department  has  not  been  pursuing  a 
consistently  coherent  or  successful  overall  strategy; 

•  Persistent  inadequate  funding  of  capital  needs,  ranging  from 
cruisers  to  facilities  to  communications  systems,  resulting  in 
poor  public  image,  officer  morale,  and  inability  to  provide  reli- 
able visible  patrol; 

•  Seriously  inadequate  information  and  data  systems  capabilities 
necessary  to  support  and  evaluate  the  needs  of  the  department; 

•  Wide  variations  in  personnel  staffing  levels  due  to  inconsistent 
department  planning,  compounded  by  the  complexity  of  state 
budgetary  and  personnel  procedures  and  political  pressures; 

•  Political  and  budgetary  pressures  and  competing  demands  placed 
on  the  department  command  staff  by  the  politically  influential 
union,  agency  management,  the  State  Legislature,  and  State 
administration.  These  pressures,  in  the  past,  have  seriously  im- 
pacted on  the  ability  of  the  command  staff  to  engage  in  pro- 
active planning; 


•  strained  working  relationships  between  some  senior  Metropoli- 
tan Police  managers  and  other  M.D.C.  Divisions  and  State 
Agencies; 

•  Persistent  friction  between  the  Metropolitan  Police  and  other 
police  agencies,  often  centering  around  jurisdictional  issues; 

•  Recent  public  concerns  relative  to  the  integrity  of  certain 
members  of  the  department; 

•  Resistance  on  the  part  of  some  police  personnel  to  the  concept 
that  the  department  is  a  part  of  and  not  'apart  from'  the  par- 
ent agency,  the  Metropolitan  District  Commission; 

•  Lack  of  budget  authorization  for,  and  inadequate  numbers  of, 
professionally  trained  administrative  support  staff  to  aid  the 
department's  mission  (particularly  in  the  planning  and  research, 
computers,  data  processing  and  telecommunications  areas). 

Anal5^is  of  the  current  organization,  structure  and  operation  of  the  depart- 
ment indicates  that  it  is  limited  in  its  ability  to  respond  to  its  current  role  and 
satisfy  its  functional  responsibilities  in  an  effective  and  efficient  manner.  Current 
systems  employed  by  the  department,  which  are  controlled  by  the  department's  or- 
ganizational structure  and  method  of  operation  are  increasingly  unable  to  meet  the 
demands  and  pressures  being  placed  upon  the  department.  The  following  is  a  more 
detailed  analysis  of  deficiencies  noted  above: 

Workload  Analysis/Resource  Allocation  (Personnel  Distribution).  Two  of  the 
basic  concepts  in  modem  American  policing  used  in  determining  the  distribution  of 
personnel  to  meet  stated  department  goals  -workload  analysis  systems  and  resource 
allocation  formulas-  are,  for  all  practical  purposes,  non-existent  in  the  department. 
As  a  direct  result  there  is  currently  a  limited  ability  to  measure  the  department's 
patrol  effectiveness  or  visibility.  The  workload  of  the  department  emanates  from 
five  major  sources: 

;    1)     The  public  can  call  the  department  directly  to     report  a  prob- 
lem, accident  or  crime  (public    calls  for  service); 

2)  Other  police  agencies  communicate  incidents  requiring 
Metropolitan  Police  response  (service  to  other  police  agencies); 

3)  Other  M.D.C.  divisions  report  police  problems  in  their  respec- 
tive areas  (service  to  other  M.D.C.  agencies); 
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4)  Metropolitan  Police  administrative  assignments  (administrative 
activity); 

5)  Metropolitan  Police  Officers  observe  situations  and  take  action 
(self  initiated  action). 

The  department  has  never  accurately  documented  or  differentiated  between 
these  various  types  of  activities.  Records  and  files  are  split  between  headquarters 
and  the  districts.  Records  of  arrest,  warrants,  accident  reports  and  motor  vehicle 
citations  h§ive  been  maintained  haphazardly  by  each  district  with  no  centralized 
control  or  review.  Part  I,  Part  II  crimes  (UCR  reports)  and  motor  vehicle  citations 
have  been  reported  to  headquarters  in  recent  years,  but  audits  have  not  been  con- 
ducted, and  the  accuracy  of  the  information  supplied  by  the  districts  is  seriously  in 
doubt.  The  information  gathered  has  not  been  routinely  used  for  determining  as- 
signment of  personnel.  By  far  the  largest  of  the  five  categories  is  *self  initiated 
activity'  but  it  is  not  presently  documented.  Much  of  an  officer's  time  in  this 
area  is  spent  patrolling  a  beat,  providing  information,  assisting  motorists,  directing 
traffic,  etc.  Failiure  to  report  and  document  this  activity  seriously  impairs  the 
department's  ability  to  measure  actual  workload,  need  for  service  and  effective- 
distribution  of  personnel,  which  in  turn  limits  the  department's  ability  to  meet  its 
identified  role,  functional  responsibilities  and  priorities. 

Department  Facilities.  Facilities  are  widely  scattered  and  ineffectively  lo- 
cated, poorly  maintained  and  inadequate  for  modem  police  purposes.  The  quality  of 
facilities  vary  according  to  age,  condition  and  size,  but  generally  speaking  they  are 
all  in  deplorable  condition  due  in  large  part  to  decades  of  agency  neglect  and 
minimum  maintenance.  Regular  scheduled  systems  of  repair  and  maintenance  are 
non-existent.  Some  of  the  more  obvious  deficiencies  described  recently  by  the 
State  Division  of  Capital  Planning  and  Operations  (DCPO)  consultants  working  on  a 
facilities  master  plan  include  the  following  that  are  conmion  to  most  of  the 
facilities: 

1)  Inadequate  and/or  deteriorated  heating,  electrical  and  plumbing 
services  (for  several  days  this  past  winter,  heat  in  the  Lower 
Basin  District  was  actually  provided  by  a  fireplace  in  the 
Squad  Room); 

2)  Structural  problems  including  leaking  roofs  and  windows,  buck- 
ling walls  and  falling  plaster; 
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3)  Detention,  processing  and  housing  areas  which  do  not  meet  any 
of  the  applicable  standards  and  requirements  for  short  term  de- 
tention of  prisoners; 

4)  Lack  of  provisions  for  female  personnel,  specifically  locker 
rooms  and  showers.  (Facilities,  while  provided  for  male  person- 
nel, are  in  deplorable  condition); 

5)  No  provisions  at  any  facility  for  handicap  access; 

6)  Inadequate  on-site  parking  for  visitors,  department  vehicles  and 
employees. 

Department  Motor  Vehicles.  The  existing  fleet  is  in  very  poor  condition. 
The  DCPO  consultants  have  described  the  department  fleet  as  the  worst  they  have 
ever  seen.  The  average  patrol  vehicle  runs  twenty  four  hours  a  day  and  logs  in 
excess  of  seventy  thousand  miles  per  year.  The  last  significant  replacement  of  pa- 
trol vehicles  occurred  in  1984.  As  of  January  1987,  of  the  department's  113 
marked  cruisers,  24  were  'totalled'  (major  accidents).  Of  the  remaining  89,  ap- 
proximately 40%  are  unavailable  at  any  given  time  due  to  maintenance  and  break- 
downs, 42  have  mileage  in  excess  of  sixty  thousand  miles  and  23  are  three  years  of 
age  or  older.  The  majority  have  significant  body  damage.  On  an  average  work 
day,  each  district  is  able  to  field  only  minimum  staffing  of  three  vehicles  per  shift. 
This  is  a  critical  deficiency  in  an  agency  in  which  one  of  the  primary  responsibili- 
ties is  visible  patrol  for  traffic  law  enforcement  and  management. 

Radio  Communications.  The  department  is  currently  fimctioning  with  a  seri- 
ously outdated  low  band  radio  system  that  has  not  been  upgraded  for  several 
decades.  The  repeaters  often  fail  and  require  constant  maintenance.  Because  of 
its  age,  replacement  parts  are  difficult  to  obtain.  Officers  rely  solely  on  mobile 
radios  in  the  cruisers  as  the  number  of  available  portable  walkie  talkies  is  seriously 
limited  and  those  that  are  available  are  very  unreliable.  Walking  and  mounted  offi- 
cers are  often  without  direct  means  of  communication  and  are  forced  to  rely  upon 
cruiser  officers  to  check  their  well  being  at  intervals  during  the  shift.  Likewise, 
they  are  unable  to  receive  calls  for  service  on  their  assigned  beats.  The  low  band 
radio  system  was  suitable  many  decades  ago,  prior  to  modem  urban  development 
(high  rise  buildings)  and  the  proliferation  of  non-police  low  band  radio  systems 
(Le.taxi  companies,  courier  services,  etc.).  These  factors,  coupled  with  the  age  of 
the  hardware  contribute  to  a  radio  system  totally  inadequate  for  a  modern  police 
agency,  particularly  on  with  the  large  jurisdiction  and  responsibilities  of  the 
Metropolitan  Police. 
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Personnel  Systems.  The  department's  personnel  systems  are  disjointed  and 
often  fail  to  serve  the  organization  and  its  members  needs.  Criticisms  of  the  per- 
sonnel systems  fall  into  the  following  major  areas: 

•  Recruit  screening  and  testing; 

•  Recruit  officer  training  and  orientation; 

•  Officer  performance  evaluation,  discipline  and  rewards; 

•  Officer  assignment  criteria; 

•  Supervision  (Quality  and  quantity). 

•  Inadequate  levels  (quality  and  quantity)  of  in-service  training 

Assignments.     In  the  area  of  assignments  the  department  needs  to    provide: 

•  Career  paths  that  allow  officers  a  variety  of  options  for  indi- 
vidual development  and  job  enrichment. 

•  Equal  access  to  all  assignments,  within  ,the  constraints  of  the 
collective  bargaining  agreement. 

Integrity  and  Ethics.  In  the  area  of  integrity  and  ethics  the  department  has 
not  consistently  provided: 

•  Adequate  professional  standards  orientation  and  support  systems 

•  Effective  internal  inspections  and  audit 

•  Adequate     supervision     and     middle     and     senior     management 
throughout  the  force  (both  quantitatively  and  qualitatively). 

Despite  these  serious  problems  the  department  has  usually  been  able  to  pro- 
vide the  public  and  the  Commission  with  a  satisfactory  level  of  police  service.  As 
long  as  public  expectations  were  met,  the  deteriorating  internal  conditions  received 
very  little  attention.  Services  were  delivered  and  public  satisfaction  was  main- 
tained. But  over  the  last  several  years,  largely  as  the  result  of  several  highly 
publicized  crime  and  corruption  *  scandals'  involving  a  small  number  of  current  and 
former  members  of  the  department,  intense  public  and  official  scrutiny  was  directed 
toward  the  department  and  its  operations. 

These  matters,  along  with  changes  in  State  administrations  and  agency  expan- 
sion, also  caused  major  and  frequent  changes  in  the  senior  command  staff  with  the 
resulting  effect  that  for  almost  two  years  (1985-86),  during  a  very  critical  time  for 
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the  department,  there  was  no  clear  leadership  to  set  priorities  and  goals  and  re- 
store public  confidence.  Vehicles  and  equipment  were  not  ordered,  personnel  were 
not  hired  or  promoted,  and  many  of  the  department's  existing  systems  and  proce- 
dures, already  inadequate,  began  to  fail.  Coincidental  with  these  problems,  friction 
over  jurisdictional  issues,  always  a  problem,  began  to  increase  with  other  police 
agencies,  particularly  the  State  Police,  Boston  and  MBTA  Police  Departments. 
These  disputes  were  often  highly  publicized  in  the  media.  Questions  were  being 
raised  as  to  the  'need'  for  a  Metropolitan  Police  Department. 

Even  given  these  problems  and  concerns,  the  department  continued  to  func- 
tion due  in  large  part  to  the  significant  majority  of  its  members  who  are  talented, 
dedicated  professionals  and  whose  strong  pride  in  themselves  and  their  department 
has  allowed  their  commitment  and  productivity  to  remain  high.  As  a  group  they 
are  committed  to  providing  excellent  service  to  the  public  and  department  they 
serve.  They  have  been  uncertain  as  to  what  is  expected  of  them,  have  seen  their 
resources  stretched  thin  as  the  department  has  tried  to  be  all  things  to  all  people. 
They  have  functioned  without  goals  and  objectives,  have  not  received  the  political 
and  agency  support  necessary  to  achieve  excellence  and  have  been  consistently 
under-funded  in  even  the  most  basic  capital  areas. 

The  members  of  the  department  express  agreement  on  many  of  the  above 
stated  areas  of  weakness  in  the  department.  From  the  self  assessment  questionnaire 
it  was  determined  that  the  primary  concern  was  equipment;  this  concern  was  raised 
by  every  member  who  responded.  Second  on  the  list  was  supervision,  both  quality 
and  quantity,  with  over  90%  of  the  respondents  identifying  this  as  a  problem.  Other 
areas  of  concern  having  over  50%  of  the  respondents  mentioning  these  as  cause  for 
concern  were: 

1)  The  adequacy  of  the  department's  communication  system, 

2)  Condition  of  facilities, 

3)  Public  image  of  the  department, 

4)  Favoritism  in  hiring,  promotions  and  assignments, 

5)  Need  for  additional  training, 

6)  Lack  of  a  reward  system  in  the  organization, 

7)  Lack  of  clearly  stated  written  policies,  and 

8)  Unequal  administration  of  discipline. 
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It  is  interesting  that  members  responding  to  the  questionnaire  were  in  such 
agreement  as  to  the  major  organizational  weaknesses.  Basically  their  concerns  fell 
into  two  major  areas;  1)  concern  over  the  quality  of  support  equipment  and  facili- 
ties in  which  officer's  must  work  and  which  contributed  to  a  poor  public  image  and 
2)  concern  over  the  equity  and  effectiveness  of  the  department's  personnel  systems. 
Clearly,  the  majority  of  the  responding  members  want  a  department  with  good 
equipment,  responsive  to  the  public  and  administered  in  a  manner  equitable  for  all 
employees. 

The  Role  of  the  Metropolitan  Police.  In  assessing  the  department  and  setting 
a  direction  for  the  future  it  is  necessary  to  understand  its  current  role.  The 
Metropolitan  Police  occupy  a  relatively  unique  position  in  the  Commonwealth  of 
Massachusetts.  Unlike  local  police  whose  jurisdiction  is  limited  to  their  own  commu- 
nity, or  the  State  Police  who  have  state-wide  policing  authority,  the  jurisdiction  of 
the  Metropolitan  Police  extends  through  many  of  the  Conmionwealth's  cities  and 
towns.  MDC  property  is  surrounded  by  other  local  police  jurisdictions;  as  a  result, 
many  of  the  Metropolitan  Police  service  areas  are  geographically  detached  and  iso- 
lated from  each  other.  Policing  of  those  areas  often  requires  Metropolitan  Police  to 
pass  through  other  police  jurisdictions.  Recognizing  this,  in  1897  the  Legislature 
gave  to  the  Metropolitan  Police  full  and  concurrent  police  powers  in  the  various 
cities  and  towns  with  MDC  facilities  while  keeping  exclusive  Metropolitan  Police  ju- 
risdiction over  these  facilities. 

At  any  given  time  the  total  number  of  Metropolitan  Police  Officers  on  duty 
in  the  Metropolitan  Boston  area  is  greater  than  the  number  of  officers  working  in 
any  individual  city  or  town  with  the  exception  of  Boston.  While  Metropolitan  Po- 
lice resources  are  often  spread  thinly  throughout  this  large  area,  they  can  be 
quickly  assembled  and  made  available  to  deal  with  a  major  crisis  or  emergency  situ- 
ation. Thus,  not  only  do  the  Metropolitan  Police  provide  a  very  visible  police  pres- 
ence on  MDC  lands  and  roadways,  they  are  readily  available  to  provide  substantial 
assistance  to  cities  and  towns  in  the  area  when  requested. 

The  historical  evolution  of  the  department  and  the  MDC  has  shaped  the  role 
of  the  Metropolitan  Police  so  as  to  provide  three  things: 

1)   Pro-active  policing  and  exclusive  jurisdiction  on  MDC  lands  and 
roadways. 
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2)  Re-active  assistance  to  cities  and  towns  in  the  MDC  area  when 

additional  resources  are  needed  and  requested. 

3)  Technical   assistance   to   the   counties,   cities   and   towns   of   the 

MDC  area  in  functions  which  are  beyond  the  scope  and  capa- 
bility of  the  local  unit  of  government. 

Within  this  role  definition,  and  as  a  service  and  division  of  the  Metropolitan 
District  Commission,  the  department  routinely  performs  ten  major  activities: 

•  Visible  patrol  of  roadways,  beaches,  waterways,  facilities  and 
parkland  of  the  Commission  using  a  wide  variety  of  patrol  sys- 
tems including  cruisers,  motorcycles,  boats,  walking  officers, 
mounted  units,  all  terrain  vehicles,  and  within  the  next  year,  a 
helicopter; 

Traffic  management  and  law  enforcement  on  agency  roads; 

Enforcement  of  boating  regulations  on  MDC  waterways; 

Strategic  traffic  congestion  activities  aimed  at  relieving  con- 
gestion in  the  Greater  Boston  area; 

Accident  investigation  of  motor  vehicle  and  boat  accidents  on 
MDC  roadways  and  waterways; 

Technical  assistance  to  other  jurisdictions  in  the  area  of  traf- 
fic management  and  crowd  and  special  event  situations; 

Investigations  of  crimes  occurring  on  MDC  jurisdiction; 

Crowd  and  event  management  on  MDC  property] 

Public  education  relative  to  boat  and  vehicle  safety  procedures; 

Investigative  assistance  to  other  jurisdictions  for  crimes  which 
may  overlap  onto  MDC  jurisdiction  (Governor's  Auto  Theft  Task 
Force,  District  Attorney  investigative  units,  etc). 

The  department  has  historically  not  sought  to  use  existing  services  of  other 
agencies,  but  rather  has  attempted  to  develop  capabilities  for  the  policing  of  its 
own  jiu-isdiction  where  such  capabilities  did  not  previously  exist  or  if  the  services 
could  result  in  improved  officer  skills,  increased  citizen  safety,  improved  traffic 
management  and  decreased  congestion  in  MDC  jurisdictions. 


Coordination  of  these  activities  with  other  agencies  was  often  minimal  with 
little  thought  as  to  the  resultant  impact  on  surrounding  communities  of  Metropolitan 
Police  actions.  Rather,  it  has  traditionally  worked  independently.     In  retrospect  this 


may  have  been  a  mistake.  As  the  third  largest  police  organization  in  the  State  it 
should  have  positioned  itself  to  have  taken  a  leadership  role  in  efforts  to  coordi- 
nate activities  and  improve  relations  between  various  police  agencies.  Too  often 
the  department  chose  to  *go  it  alone'  in  its  planning  efforts  resulting  in  unintended 
duplication  of  effort  and,  in  some  instances,  unnecessary  competitiveness  with  other 
agencies.  This  in  turn  prompted  some  of  the  inter  agency  rivalry  and  jurisdictional 
disputes  which  still  must  be  addressed.  The  Department,  by  focusing  on  its  internal 
concerns,  inadvertently  began  to  isolate  itself  not  only  from  its  parent  organization, 
the  MDC,  but  also  from  the  rest  of  the  Massachusetts  law  enforcement  community. 
The  pride  which  had  always  been  one  of  the  major  strengths  of  the  department  was 
perceived  by  many  outside  the  department  as  arrogance  and  uncooperativeness. 

Department  Organization  and  Functions.  The  current  role,  organization  and 
function  of  the  Metropolitan  Police  are  largely  a  result  of  its  history  and  legisla- 
tive mandate.  Throughout  its  history  the  key  controlling  factor  of  its  development 
and  expansion  was  its  jurisdiction.  The  department  was  expected  to  provide  a 
myriad  of  services  to  the  widely  scattered  divisions,  districts  and  facilities  of  the 
Metropolitan  District  Commission  and  was  structured  in  a  largely  decentralized  man- 
ner to  provide  that  assistance.  As  the  responsibilities  of  the  MDC  increased,  so  did 
the  responsibilities  of  the  police  department,  often  in  a  haphazard  and  uncontrolled 
manner. 

Thus  the  expanding  jurisdiction  of  the  Conmiission  was  the  key  stimulus  in 
setting  the  department's  goals  and  directing  its  operations.  While  a  number  of  spe- 
cialized units  were  added  over  the  years,  (TOPS,  Marine  Division  etc.)  the  basic 
operation  structure  and  functions  of  the  department  did  not  change  a  great  deal. 
As  jurisdiction  expanded,  so  did  the  department.  Primary  service  delivery  responsi- 
bility was  left  to  the  individual  districts  which  operated  as  mini-police  departments. 
Allocation  of  resources,  personnel  and  equipment  to  the  various  districts  was  done 
in  a  more  or  less  equal  manner  without  evaluation  of  workload. 

The  functions  of  the  department  are  little  changed  from  what  they  were  in 
years  past.  However,  the  emphasis  or  prioritization  of  these  individual  functions 
has  changed  significantly  as  the  nature  of  the  Metropolitan  Boston  area  became  in- 
creasingly mobile  and  large  areas  of  the  Conmiission  jurisdiction  became  increasingly 
urbanized.  Currently,  the  key  functions  of  the  department  can  be  divided  into  five 
major  areas: 
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•  General  Patrol  Services 

•  Traffic  Law  Enforcement  and  Management 

•  Boat  Use  Enforcement 

•  Crowd  and  Event  Management 

•  Criminal  Investigations 

To  perform  these  functions,  the  department  has  organized  itself  along  tradi- 
tional police  lines  into  four  major  entities;  Office  of  the  Superintendent;  Bureau  of 
Administrative  Services;  Bureau  of  Investigative  Services  and  Bureau  of  Patrol  Ser- 
vices. 

The  Bureau  of  Administrative  Services  oversees  the  fiscal,  planning,  training, 
personnel,  administrative  and  support  activities  of  the  department.  The  bureau  is 
also  responsible  for  coordination  of  services  with  other  MDC  and  State  divisions 
since  many  department  services  are  provided  by  entities  outside  of  the  department. 
The  bureau,  like  the  department  as  a  whole,  has  a  minimal  number  of  civilian  em- 
ployees. 

The  Bureau  of  Investigative  Services  is  responsible  for  overseeing  the 
investigation  (both  self  initiated  and  follow  up)  of  crimes  that  are  committed  within 
MDC  jurisdiction. 

The  Bureau  of  Patrol  Services  oversees  operations  of  the  department's  patrol 
districts  and  specialized  patrol  support  units  and  is  primarily  responsible  for  provi- 
sion of  visible  police  patrol  and  patrol  related  services  within  the  MDC  jurisdiction. 

These  entities  together  are  responsible  for  fourteen  cross-cutting  and  often 
overlapping  technical,  administrative  or  strategic  activities: 

1)  Motorized  Patrols 

2)  Walkmg  Patrols 

3)  Mounted  Patrols 

4)  K-9  Patrols 

5)  Criminal  Investigations 

6)  Traffic  Oriented  Patrol  Services  (TOPS) 

7)  Special  Operations  Unit  activities 

8)  Marine  Patrol 

9)  Environmental  Policing 


n 


10)  Traffic  Management 

11)  Special  Event  Management 

12)  Public  Education 

13)  Support  Services 

14)  Administrative  Services. 

The  cross-cutting  of  the  strategic  activities  with  the  basic  functional  organi- 
zation of  the  department  has  resulted  in  a  complicated  and  disjointed  system  of 
service  management  and  an  organization  structure  lacking  in  clear  unity  and  chain 
of  command.  The  existing  structure  and  lack  of  prioritization  systems  among  com- 
peting functions  and  strategic  activities  makes  rational  allocation  of  department  re- 
sources extremely  difficult.  So  difficult  that  there  has  not  been  for  many  years  a 
systematized  allocation  of  resources  because  there  has  not  been  a  prioritization  es- 
tablished among  the  functions.  This  in  turn  can  be  directly  related  to  the  depart- 
ment's lack  of  understanding  and  coordinated  response  to  its  role  and  the  resultant 
inability  to  set  goals  and  priorities. 

The  following  is  a  brief  explanation  of  the  department's  current  functions: 

General  Patrol  Services  involves  the  provision  of  visible,  regular  police  patrol 
in  all  areas  of  the  MDC  jurisdiction,  utilizing  a  variety  of  strategies  as  indicated 
above,  so  as  to  reduce  fear,  ensure  that  the  public  order  is  maintained  and  to  see 
that  the  property  of  the  MDC  is  protected.  Also  impacting  on  this  area,  has  been 
the  on-going  expansion  of  agency  property  and  jurisdiction. 

Traffic  Law  Enforcement  and  Management  are  major  responsibilities  of  the 
department  that  have  increased  significantly  during  the  last  thirty  years  as  traffic 
congestion  and  related  problems  in  the  Greater  Boston  area  have  increased. 
Concomitant  with  the  increased  emphasis  on  the  *  traffic  law  enforcement'  has  been 
the  expansion  of  our  traffic  management  or  control  function  (with  management  re- 
ferring to  *  congestion  and  flow'  of  traffic).  Over  the  years  this  patrol  responsibil- 
ity has  evolved  into  ensuring  that  MDC  roadways  are  free  from  breakdowns,  espe- 
cially during  peak  traffic  periods.  Additionally,  the  police  are  responsible  for  ex- 
tensive traffic  management  activities  during  increasing  numbers  of  special  events 
which  draw  thousands  of  citizens  to  already  congested  areas. 

Boat  Use  Enforcement  is  an  expanding  function  and  provides  for  oversight  of 
the  numerous  waterways  and  water  related  law  enforcement  functions  and  activities 


within  tlie  MDC  jurisdiction.  The  patrol  area  covered  by  this  function  is  significant 
and  expanding,  impacted  by  increasing  numbers  of  boats  and  agency  encouragement 
of  water  related  activities. 

Crowd  and  Event  Management  activities  are  also  continuing  to  expand  as  one 
of  the  department's  major  functions.  Use  of  MDC  lands  for  gatherings  has  dramati- 
cally increased  over  the  last  several  years.  This  is  a  direct  result  of  MDC  efforts 
to  attract  more  and  more  people  to  MDC  facilities  and  significant  expansion  of 
agency  facilities  that  are  becoming  available  to  the  public.  The  number  and  size  of 
these  events  is  constantly  expanding.  Crowd  management  activities  reflect  the  dif- 
ferent types  of  activities  that  regularly  occur  and  require  increasing  coordination  of 
the  department's  functions  and  services.  Examples  of  these  gatherings  are  1)  con- 
certs at  the  Hatch  Shell  on  the  Esplanade;  2)  Beach  and  reservation  use  on  summer 
days;  3)  expanding  winter  use  of  agency  reservations;  4)  water  related  activities 
such  as  the  Charles  River  Regatta;  5)  large  public  events  such  as  the  recent  Har- 
vard 350  celebration  and  annual  Fourth  of  July  concerts;  and  6)  significant  expan- 
sion of  recreational  activities  at  the  Quabbin  Reservation  and  Boston  Harbor  islands. 

The  MDC  and  the  Metropolitan  Police  are  also  frequently  impacted  by  events 
occurring  outside  the  MDC  jurisdiction,  which  often  requires  the  department  to  pro- 
vide assistance  to  local  police.  Red  Sox  games,  the  Boston  Marathon,  Boston  First 
Night  and  HarborFest  are  only  a  few  examples  of  activity  requiring  Metropolitan 
Police  crowd  and  traffic  control. 

Criminal  Investigations  focus  on  crimes  occurring  on  MDC  jurisdiction.  While 
the  level  of  serious  crime  on  MDC  property  has  remained  significantly  low  and 
clearance  rates  satisfactory,  changes  in  society,  particularly  drug  use  and  related 
crimes  have  resulted  in  changes  in  this  function.  The  department  traditionally  con- 
centrated on  crime  within  its  own  jurisdiction,  but  in  recent  years  has  expanded  its 
efforts  by  regularly  participating  in  various  county  and  state  task  forces.  Because 
of  the  department's  jurisdictional  peculiarities  and  the  mobility  of  the  modern 
criminal,  this  type  of  active  inter-agency  cooperation  has  become  essential. 

While  the  department,  from  an  agency  and  public  perspective,  has  done  an 
adequate  job  in  performing  its  functions,  assessment  of  its  continuing  ability  to  sat- 
isfactorily perform  in  years  ahead  indicates  serious  organizational  weaknesses  which, 
if  not  addressed,  will  impede  the  department's  abilities  to  meet  the  needs  of  the 
agency  in  the  years  ahead.  Agency  expansion  and  rapid  growth  in  the  Metropolitan 


i® 


Boston  area,  along  with  significant  increases  and  complexity  of  issues  impacting  on 
the  department's  role  and  functions,  will  eventually  result  in  organizational  crises 
that  the  department  is  currently  ill  equipped  to  deal  with  as  indicated  by  the  de- 
partment assessment.  Significant  organizational  changes  in  structure  and  organization 
will  be  necessary. 

Assessment  Summary.  In  summary,  the  Task  Force  found  that  the  department 
has  historically  been  unable  to  adequately  define  its  role,  identify  and  prioritize  its 
•functions,  and  make  the  organization  decisions  and  changes  necessary  to  move  the 
department  forward.  It  was  mired  in  the  problems  of  the  present  with  little  under- 
standing of  how  to  deal  effectively  with  those  problems  while  anticipating  and  plan- 
ning for  the  the  future. 

However,  capitalizing  on  its  many  identified  strengths,  an  understanding  of  its 
weaknesses,  and  a  talented  and  progressive  workforce,  the  Task  Force  has  developed 
a  Plan  of  Action  that  will  move  the  department  forward  toward  the  goals  of  profes- 
sionalism and  excellence  in  policing.  That  plan  and  the  values  which  provide  its 
foundation  are  continued  in  the  next  three  sections  of  this  report. 


II.  THE  VaLUES  OF  THE  METROPOLITAN  POLICE  DEPftRTMENT 
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II.  THE  VALUES  OF  THE  METROPOLITAN  POLICE  DEPARTMENT 

The  values  of  the  department  set  forth  the  beliefs  and  standards  that  will 
govern  all  aspects  of  policing  the  Metropolitan  District  Commission  jurisdiction. 
They  indicate  to  the  public  and  members  of  the  department  the  principles  that 
guide  the  department  in  its  delivery  of  police  services.  This  statement  of  values 
will  indicate  to  individual  officers  and  managers  the  level  of  commitment  to  profes- 
sionalism that  will  be "  expected  of  every  Metropolitan  Police  employee.  The  stan- 
dards contained  herein  will  serve  as  guidelines  for  the  use  of  officer  discretion; 
they  will  also  serve  as  the  basis  upon  which  officers  and  managers  will  be  evalu- 
ated. Finally,  these  values  will  be  reflected  in  each  police  procedure  mandated  by 
the  department  and  will  set  the  tone  for  all  training. 

The  key  areas  in  which  values  have  been  developed  by  the  Department  and 
which  will  be  followed  in  every  action  undertaken  by  a  Metropolitan  Police  em- 
ployee are  as  follows: 

•  THE  METROPOLITAN  POLICE  DEPARTMENT  EXISTS  TO  PRO- 
TECT AND  SERVE  THE  PUBLIC. 

Public  Service:  Serving  the  public  through  the  provision  of  police  services 
throughout  the  Metropolitan  District  Commission  jurisdiction  is  the  department's 
highest  priority,  before  all  other  departmental  or  personal  priorities 

•  THE  DEPARTMENT  AND  ITS  MEMBERS  WILL     MAINTAIN  THE 
HIGHEST  ETHICAL  STANDARDS  OF  CONDUCT. 

Integrity:  The  department  is  committed  to  ensuring  that  all  its  actions  reflect 
the  utmost  integrity  and  honesty;  even  the  hint  or  appearance  of  an  impropriety 
must  be  avoided  by  all  members  of  the  department. 

•  WE    WILL    TREAT    ALL    CITIZENS    WITH    DIGNITY,    RESPECT 
AND  COURTESY. 

Professional  Demeanon  The  department  is  committed  to  treating  each  mem- 
ber of  the  public  respectfully,  regardless  of  the  individual's  characteristics  or  rea- 
son for  contact  with  the  department.  Similarly,  in  dealing  with  each  other,  mem- 
bers of  the  department  will  always  act  professionally  and  courteously.      While   we 
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value  technical  competence  in  providing  police  service,  we  also  value  compassion 
and  sensitivity,  particularly  when  dealing  with  persons  in  crisis  or  under  great 
stress.  To  ensure  that  our  employees  have  the  understanding  and  competence  to 
deal  with  distressed  individuals,  we  will  support  extensive  training  in  relevant  sub- 
ject areas.  We  will  not  tolerate,  under  any  circumstances,  arrogance  and  disre- 
spect. 

•  WE  WILL  SAFEGUARD  EACH  CITIZEN'S  RIGHTS  TO  FREE 
EXPRESSION,  MOVEMENT  AND  CONSTITUTIONAL  LIBERTY 
WHILE  WITHIN  THE  METROPOLITAN  DISTRICT  COMMISSION 
JURISDICTION. 

Individual  Rights:  The  department  sets  a  high  priority  on  preserving  these 
rights  and  is  conmiitted  to  assuring  that  they  are  not  diminished.  The  public  has 
the  right  to  move  through  the  MDC  jurisdiction  free  from  fear  and  harassment;  to 
demonstrate  and  speak  opinions  in  a  lawful  and  orderly  manner;  and  to  enjoy  all 
constitutional  protections  provided  under  law.  All  actions  by  the  department  shall 
seek  to  protect  and  uphold  these  rights  so  that  the  public  will  feel  free  to  utilize 
and  enjoy  the  many  attractions  of  the  MDC,  while  refraining  from  infringing  on  the 
rights  of  others. 

•  WE  WILL  USE  ONLY  MINIMUM  NECESSARY  FORCE  WHEN 
PERFORMING  OUR  LAWFUL  DUTIES. 

Restraint:  Police  officers  hold  a  monopoly  on  the  legal  use  of  coercive  force 
and  may  overcome  all  citizen  resistance  to  their  lawful  conmiands.Because  they  have 
been  given  these  powers,  police  officers  exercise  a  public  trust  when  issuing  com- 
mands, summonses  and  citations,  effecting  an  arrest,  or  restoring  order  through  co- 
ercive tactics.  This  trust  implies  that  Metropolitan  Police  officers  will  demonstrate 
restraint  when  exercising  authority  over  members  of  the  public. 

•  IN  APPLYING  THE  LAW,  WE  WILL  EXERCISE  DISCRETION 
WITH  CONSISTENCY  AND  EQUITABLENESS. 

Discretion:  The  department  recognizes  that  police  officers,  by  the  very  na- 
ture of  their  function,  exercise  a  great  deal  of  unsupervised  discretion.  This  de- 
partment expects  that  this  discretion  will  be  guided  by  the  quest  for  fairness  in  the 
exercise  of  authority.  In  applying  the  law,  officers  must  not  make  invidious  politi- 
cal or  social  distinctions  when  making  decisions.  The  options  selected  by  the  offi- 
cer will,  at  all  times,  be  both  lawful  and  consistent  with  departmental  policies  and 


rules.  In  this  regard,  the  department  is  committed  to  providing  clear  and  timely 
policy  guidelines  so  that  employees  can  choose  actions  that  are  reflective  of  de- 
partment goals,  objectives  and  rules.  When  established,  department  rules  shall  be 
considered  absolute  limits  of  discretion,  not  to  be  violated. 

Within  these  limits,  members  of  the  department  may  select  from  various  op- 
tions that  achieve  departmental  goals  and  reflect  these  values. 

•  WE  ARE  COMMITTED  TO  GIVING  EACH  EMPLOYEE  THE  AU- 
THORITY TO  MAKE  DECISIONS  AND  TO  HOLD  THEM  AC- 
COUNTABLE FOR  THEIR  ACTIONS. 

Responsibility  and  Accountability:  The  department  is  conmiitted  to  supporting 
decision  making  at  the  lowest  appropriate  levels  of  the  organization  by  the  individ- 
uals who  must  implement  those  decisions,  providing  such  decisions  are  reflective  of 
these  values  and  overall  department  goals.  We  will  encourage  delegation  of  respon- 
sibility by  supervisors  to  subordinates,  providing  subordinates  have  the  opportunity 
for  training  and  the  support  necessary  to  carry  out  their  assignment.  Once  respon- 
sibility has  been  delegated  and  the  proper  training  and  supervision  provided, .  the  de- 
partment will  hold  subordinates  accountable  for  their  performance.  It  will  also 
regularly  provide  feedback  and  evaluation  regarding  the  quality  of  their  perfor- 
mance. 

•  THE  DEPARTMENT  IS  COMMITTED  TO  CREATING  AN  ENVI- 
RONMENT THAT  IS  PRODUCTIVE  AND  SATISFYING,  AND  OF 
WHICH  ITS  MEMBERS  CAN  BE  PROUD. 

Job  Satisfaction:  Employees  will  be  given  fair  access  to  jobs  for  which  they 
are  qualified  and  the  opportunity  to  provide  input  into  arrangements  that  effect 
their  working  environment. 


III.  ORGaNIZATIONAL  IMPROVEMENTS 
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III.     ORGANIZATIONAL  IMPROVEMENTS 

The  objective  of  the  coordinated  organizational  improvement  efforts  of  the 
Metropolitan  Police  are  to  develop  a  high-performance  police  department,  noted  for 
its  progressiveness  and  professionalism,  which  meets  the  values  previously  described. 
The  efforts  to  be  undertaken  will  correct  the  deficiencies  identified  through  the 
assessment  process,  maximize  the  strengths  and  put  in  place  the  systems  and  proce- 
dures needed  for  policing  excellence. 

Organizational  improvement  efforts  will  focus  on  four  major  areas: 

A)  Department  Reorganization 

B)  Personnel  Management  and  Administration 

C)  Management  of  Information 

D)  Equipment  and  Facilities 

Department  Reorganization.  Improvements  and  changes  in  the  department's 
organizational  structure  are  intended  to  provide  for  the  grouping  of  like  functions, 
minimize  the  hierarchy  between  management  and  field  employees,  increase  headquar- 
ters management  coordination  and  control  of  key  activities,  while  providing  a  struc- 
tured and  controlled  decentralization  of  authority  and  accountability  to  the  districts 
and  divisions.  Improvements  will  be  structured  so  as  to  fully  support  the  role  and 
functions  of  the  department  as  well  as  the  changing  annual  goals,  objectives  and 
priorities  referenced  in  Part  IV  of  this  report. 

Unit  changes  to  be  made  in  the  organization  of  the  department  are  identified 
in  the  attached  organizational  charts  (Chart  A:  Structure  Before  Reorganization, 
Chart  B:  New  Police  Organizational  Structure)  and  are  explained  in  more  detail  in 
the  following  sections.  These  changes  will  be  made  immediately  after  release  of 
this  Plan  of  Action  and  in  conjunction  with  a  Department  General  Order 
*  Organizational  Structure'  which  will  define  the  structure  of  the  department  and 
clarify  the  delegation  of  responsibilities  among  the  various  bureaus,  divisions,  and 
units  that  comprise  the  department. 

The  department,  under  its  new  organizational  structure,  will  be  organized  into 
five   major   entities;    the   Office   of   the   Superintendent,   the   Bureau   of   Patrol   Ser- 
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vices,  the  Bureau  of  Administrative  Services,  the  Bureau  of  Investigative  Services 
and  a  newly  created  Bureau  of  Inspectional  Services. 


To  better  explain  the  organizational  structure  of  the  department  the  follow- 
ing definitions  are  provided: 


Agencjr: 
Department: 

Office: 
Bureau: 


District: 


Division: 


Unit: 


Section: 


The  Metropolitan  District  Commission 

The   Metropolitan   Police    Department   which    is    a 
•division  of  the  M.D.C. 

The  Office  of  the  Superintendent  of  Police 

The  first  level  of  command  under  the  Superinten- 
dent. Under  the  command  of  a  Deputy  Superin- 
tendent, bureaus  are  responsible  for  coordinating 
and  directing  a  major  grouping  of  like  activities  in 
the  department. 

A  geographical  area  of  the  geographical  jurisdic- 
tion of  the  M.D.C.  to  which  field  personnel  and 
other  resources  are  assigned  in  sufficient  quantity 
to  provide  general  police  services  on  a  24  hour 
basis.  All  districts  are  assigned  to  the  Patrol  Bu- 
reau. 

That  portion  of  a  bureau  with  specialized  func- 
tions which  may  or  may  not  consist  of  sections  or 
units. 

A  part  of  a  division  or  office  with  personnel  and 
resources  organized  so  as  to  perform  a  particular 
function  or  functions. 

A  part  of  a  unit  or  division  with  on-going  respon- 
sibility for  a  particular  function  or  functions. 


The  specific  changes  to  be  made  in  the  organization  are  as  follows: 

•  Creation  of  an  *  Accreditation  Division'  in  the  Office  of  the 
Superintendent,  under  the  direction  of  a  senior  civilian  adminis- 
trator, to  oversee  the  department's  accreditation  program  as 
well  as  the  managerial  and  administrative  initiatives  outlined 
later  in  this  report. 

•  The  creation  of  a  new  bureau,  "Inspectional  Services'  consist- 
ing of  the  Internal  Affairs  Division  (formerly  "unit')  which  will 
move  from  the  Office  of  the  Superintendent  and  a  newly  cre- 
ated "Staff  Inspection  Division'  which  will  be  responsible  for 
the  evaluation  of  department  performance. 


•  Reorganization  of  the  Investigative  Services  Bureau  into  five 
divisions,  Intemai  Audit,  Line  of  Duty,  Detective,  Special  In- 
vestigation and  Special  Assigiiment.  All  current  units  and  func- 
tions have  been  retained  except  for  tlie  recruit  investigation 
function  which  has  been  moved  to  the  Training  and  Education 
Division  of  the  Bureau  of  Administrative  Services.  The  uniform 
crime  reporting  function  has  been  moved  from  the  Administra- 
tive Bureau  to  the  Detective  Division. 

•  Reorganization  of  the  Patrol  Services  Bureau  into  eight  dis- 
tricts and  three  divisions.  The  position  of  'Assistant  Chief 
has  also  been  added.  The  newly  created  Tactical  Operations 
Division  will  have  command  of  all  specialized  patrol  units  to 
include  TOPS,  the  K-9  Unit,  Mounted  Unit,  Special  Operations 
Unit,  the  newly  created  Helicopter  Unit  and  the  Marine  Unit 
which  has  been  downgraded  from  a  district  function,  A  newly 
created  Traffic  Analysis  Division  will  include  the  former  Traf- 
fic Bureau  and  Accident  Reconstruction  Squad.  The  Radio  Re- 
pair Division  will  be  moved  to  the  Bureau  of  Administrative 
Services. 

•  Reorganization  of  the  Administrative  Services  Bureau  to  include 
nine  divisions.  Personnel,  Training  and  Education,  Armor  and 
Supply,  Planning  and  Research,  Management  and  Budget,  Com- 
puter Systems,  Public  Information  and  Employee  Assistance 
(formerly  the  Stress  Unit),  and  the  Radio  Repair  Division. 

Department  programs,  activities  and  initiatives  that  will  be  undertaken  over 
the  next  year  as  part  of  the  reorganization  and  which  are  designed  to  support  its 
mission,  priorities,  goals,  objectives  and  functions  include  the  following: 

•  Redesign    of    the    department,    district    and    sector    boundaries 

taking  into  account  court  jurisdiction,  workload  analysis,  geo- 
graphical and  jurisdictional  boundaries,  as  well  as  miles  of 
roadway,  calls  for  service  and  visibility  priorities.  Districts 
and  sectors  will  be  divided  for  computer  purposes  into  statisti- 
cal *  reporting  areas'  to  facilitate  the  gathering  of  data.  A  pa- 
trol sector  will  be  made  up  of  a  number  of  reporting  areas. 

•  Development    of    a    comprehensive    resource    allocation    model 

which  takes  into  account  the  unique  jurisdictional  nature  and 
service  demand  of  the  Metropolitan  Police  and  accurately  as- 
sesses manpower  and  equipment  needs  in  the  various  districts. 

•  Utilizing  the  department's  new  computer  system  and  its  ability 
to  record  all  officer  activity  categories  the  department  will 
undertake  the  following  activities  to  gather  the  vital  data  nec- 
essary to  support  the  re-sectoring  and  resource  allocation  pro- 
jects: 
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Collect  data  on  workload  by  *  reporting  area' 


**  Measurement  of  data  to  design  new  sector  configurations 
that  will  equalize  the  workload  between  sectors 

•*  Computerization  of  officer  staffing  statistics  to  identify 
staffing  ratios  necessary  in  determining  officer  alloca- 
tions 

Development  of  systems  to  monitor  'response  time'  data 


«« 


**  Development  of  patrol  allocation  formulas  for  the 
scheduling  of  patrol  units  to  satisfy  department  priorities 
such  as  traffic  control,  selective  enforcement  and  visi- 
bility. 

These  initiatives  will  allow  the  department,  for  the  first  time,  to  determine 
its  current  and  future  workload  and  the  patrol  resources  necessary  to  meet  them. 
It  will  also  allow  the  department  to  determine  what  service  levels  are  possible  with 
various  staffing  levels,  thus  permitting  the  department  to  determine  future  staffing 
levels  as  service  demands  and  priorities  change. 

Redesign  of  the  department's  patrol  sectors  and  determination  of  workload 
and  staffing  needs  will  also  permit  the  department  to  focus  on  maximizing  the  im- 
pact of  patrol  officer's  time  which  is  not  spent  on  calls  for  service  or  administra- 
tive assignments.  This  so  called  'free  patrol  time'  can  be  structured  so  as  to  fo- 
cus and  direct  officer's  activities  toward  department  priorities,  while  providing  sys- 
tems to  measure  their  effectiveness.  Termed  'directed  patrol'  this  program  will  be 
a  major  initiative  of  the  department  once  workload  and  resource  allocation  formulas 
are  developed  and  in  place. 

Other  organizational  initiatives  that  will  be  imdertaken  as  resources  (both 
personnel  and  equipment)  become  available  and  which  support  the  department's  role, 
functions  and  priority  program  activities  include: 

•  Expansion  of  the  Mounted  Unit 

•  Expansion  of  the  TOPS  Unit  and  Motorist  Aid  Patrol 

•  Development  of  a  Helicopter  Unit 

•  Expansion  of  the  Marine  Unit 


These  initiatives  will  provide  the  department  with  an  effective  patrol  force 
responsive  to  calls  for  service  as  well  as  other  department  priorities  and  will  have 
the  following  anticipated  outcomes: 

•  Highly  visible  patrol  throughout  the  Metropolitan  Police  juris- 
diction, in  the  reservations,  on  the  waterways,  and  on  the 
roads,  capable  of  being  directed  to  identified  service  or  prob- 
lem areas. 

Rapid  response  to  citizen  calls  for  service. 

Effective  crime  prevention  efforts. 

Effective  accident  and  fatality  reduction  efforts. 

Reduced  citizen  fear  of  crime  by  reduction  of  signs  of  crime. 

High  officer  productivity. 

Accurate  allocation  of  personnel  in  specialized  units  to  maxi- 
mize desired  impact  of  targeted  problems  such  as  drunk  driving, 
crowd  control  and  if  necessary,  crime  priority. 

Personnel  Management  and  Administration.  The  issues  which  need  to  be  ad- 
dressed fall  into  two  primary  areas;  1)  Policy  Direction  and  Control,  and  2)  Person- 
nel Staffing  and  Human  Resource  Management. 

Policy  Direction  and  Control  issues  reflect  the  need  for  the  department  to 
develop  a  comprehensive  set  of  policies  and  procedures  to  guide  its  operations  and 
personnel,  significantly  updating  and  modernizing  the  existing  rules,  regulations  and 
standard  operating  procedures.  These  policies  and  procedures  will  reflect  the  de- 
partment's values.  By  definition,  policies  reflect  the  department's  objectives,  be- 
liefs and  values,  procedures  provide  operational  guidelines  for  the  implementation  of 
policy  while  rules  indicate  the  exact  limits  of  police  behavior.  A  clearly  stated  set 
of  policies  will  provide  guidance  to  both  the  department  and  the  citizens  we  serve 
about  basic  values  and  standards  to  which  the  department  and  its  members  will  ad- 
here. 

A  vital  part  of  these  activities  must  be  the  communication  of  values  and 
standards  as  well  as  police  operational  procedures  throughout  the  department,  the 
agency  and  to  the  public.  To  meet  this  need,  several  important  activities  will  be 
undertaken.  Key  among  these,  and  concurrent  with  the  issuance  of  the  Plan,  the 
department's  internal  directives  system  will  be  restructured  to  include  the  re- writ- 
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ing  of  the  department's  rules  and  regulations  manual  and  official  notice  system. 
New  standardized  bulletin  boards  and  individual  mail  box  systems  have  already  been 
installed  in  all  districts  and  units  in  anticipation  of  the  new  directive  system.  The 
rules  and  regulations  will  be  rewritten  over  the  next  eighteen  months. 

Together  these  activities  will  provide  guidance  on  how  operations  are  to  be 
conducted  and  provide  a  basis  for  operational  uniformity  throughout  the  department. 
To  reinforce  these  initiatives,  the  department  will  begin  to  move  into  compliance 
wherever  possible  with  the  standards  of  the  National  Commission  on  Accreditation  of 
Law  Enforcement  Agencies. 

The  department  will  also  actively  support  and  implement  the  Commonwealth's 
Performance  Management  Systems  (PMS)  for  management  employees,  and  the  Em- 
ployee Performance  Review  System  (EPRS)  for  all  other  employees  (as  stipulated  in 
the  new  collective  bargaining  agreements).  These  efforts  in  turn  will  be  supported 
by  newly  developed  performance  objectives  and  measurement  standards  for  each  unit 
in  the  department.  To  develop  and  evaluate  these  initiatives  and  programs,  a  new 
unit,  *The  Accreditation  Division'  will  be  created.  Reporting  directly  to  the  Su- 
perintendent, the  division  will  be  directed  by  a  senior  civilian  administrator. 

In  recognition  of  the  fact  that  inspection/monitoring  systems  and  effective 
administrative  rule  making  procedures  will  not  be  successful  unless  the  department 
develops  a  reliable  internal  communication  system  for  moving  information  up  and 
down  the  chain  of  conmiand,  development  and  on-going  improvement  of  the  systems 
will  also  be  an  objective  and  responsibility  of  this  division.  This  initiative  will  in- 
clude the  following: 

•  Development  of  a  comprehensive  monthly  'command  staff  re- 
port' which  will  report  and  analyze  department  activities  and 
will  serve  as  a  vital  measurement  tool  for  evaluating  district 
and  unit  performance. 

•  Using  as  a  foundation  the  department's  new  information  dis- 
semination procedures,  the  division  will  develop  an  on-going 
program  for  continually  updating  the  department's  policies, 
rules,  regulations  and  programs  which  will  be  responsive  to  the 
role  and  functions  of  the  department,  as  well  as  its  priorities 
and  values. 


i® 


•  Design  an  internal  inspections  capability  to  audit  the  depart- 
ment's performance. 

•  Design  procedures  for  the  annual  inspection  of  organization  and 
individual  performance  and  adherence  to  regulations  and  proce- 
dures. 

•  Oversee  and  direct  the  department's  accreditation  related  ef- 
forts as  the  department  moves  toward  the  goal  of  national  ac- 
creditation. 

•  Develop  and  produce  for  the  first  time  an  *  annual  report'  for 
distribution  to  all  personnel. 

•  Design  a  model  disciplinary  system  for  the  uniform  administra- 
tion of  discipline  in  the  department.  The  system  is  to  be 
clearly  defined,  objective,  progressive  and  standardized 
throughout  the  department.  It  will  address  both  perfonnance 
deficiencies  and  behavioral  problems  of  employees. 

Monitoring  and  inspection  of  many  of  the  initiatives  undertaken  by  the  Ac- 
creditation Division  will  be  the  principal  responsibility  of  the  newly  created 
*  Bureau  of  Inspectional  Services'  and  its  *  Staff  Inspection  Division'  which  will  also 
work  closely  with  the  Accreditation  Division  in  their  development. 

Throughout  its  history,  the  department  has  not  had  a  formal  system  for  in- 
spection of  line  operations,  personnel  performance  or  unit  performance.  The  Staff 
Inspection  Division  will  satisfy  this  need  and  will  have  four  areas  of  responsibility; 
regular  staff  inspection  of  units;  audits  of  department  operations;  coordination  of 
performance  measurement;  and  investigation  of  civilian  complaints  about  non-criminal 
activities  of  department  employees  and  department  policies  and  procedures.  Crimi- 
nal corruption  and  integrity  complaints  made  against  department  members  will  re- 
main the  responsibility  of  the  Internal  Affairs  Division,  which  will  be  moved  into 
the  Bureau  from  the  Office  of  the  Superintendent. 

The  Staff  Inspection  Division  will  regularly  inspect  unit  facilities,  equipment, 
and  compliance   with   department  procedures.      These   inspections   will   be   scheduled 
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on  at  least  an  annual  basis,  and  will  provide  the  opportunity  for  units  to  be  ap- 
prised of,  and  to  correct  deficiencies.  This  in  turn  will  permit  the  standardization 
of  district  and  unit  operations  throughout  the  department,  while  identifying  areas  of 
deficiency  which  may  require  changes  in  organizational  policy. 

Auditing  of  department  operations  is  intended  to  check  performance  of  impor- 
tant services  on  a  random  basis.  This  area  will  assume  additional  importance  as  the 
department's  new  telecommunications,  computers  and  computer  aided  dispatching  sys- 
tems come  on  line  during  the  next  two  years.  Areas  to  be  inspected  will  include 
response  times,  management  of  calls  for  service,  vehicle,  detention  cell,  prisoner 
and  station  conditions.  Responsibility  for  these  types  of  inspections  will  be  shared 
by  both  the  Staff  Inspection  Division  and  the  Watch  Conmianders  assigned  to  the 
Bureau  of  Patrol  Services. 

The  division  will  also  play  a  role  in  the  inspection  of  units  and  personnel  to 
determine  compliance  with  department  performance  and  policy  objectives.  Addition- 
ally, the  division  will  centralize  control  over  and  standardize  department  response 
to  non-criminal  civilian  complaints  relating  to  performance  of  officers  or  department 
policies  and  procedures. 

The  policy  direction  and  control  changes  mentioned  above  will  provide  the 
department  with  clearly  stated  and  widely  disseminated  goals,  objectives  and  policies 
supported  by  procedure  and  performance  measurement  systems  for  all  department 
functions,  units  and  personnel.  They  will  also  provide  effective  conmiunication  and 
control  systems  to  improve  organizational  performance,  employee  job  satisfaction  and 
public  expectations,  while  providing  support  from  the  department's  integrity  initia- 
tives. 

Personnel  Staffing  and  Human  Resource  Management  procedures  need  to  be 
designed  and  implemented  so  as  to: 

1)  Identify  staffing  requirement  and  qualifications  for  each  unit 

2)  Improve  recruitment,  screening  and  training  of  new  personnel 

3)  Develop  a  *  Field  Training  Officer'  Program 

4)  Design  and  implement  in-service  enhancement  training  programs, 

promotional  training  and  selection  criteria 


5)  Develop  objective  and  unbiased  reward  and  conimendation  pro- 

grams to  acknowledge  exceptional  achievements 

6)  Develop    a    comprehensive    and   well    designed   Human    Resource 

Management  Program 

To  achieve  these  objectives,  the  department  will  initiate  a  number  of  ac- 
tivities in  the  months  ahead.  First,  the  department  will  need  to  identify  what 
staffing  levels  are  necessary  to  achieve  an  acceptable  level  of  performance  in  each 
of  its  functional  areas  and  units.  Staffing  levels  will  reflect  carefully  developed 
analysis  rather  than  the  'guesstimate'  systems  of  the  past. 

The  department  will  implement  its  newly  developed  comprehensive  plan  to  co- 
ordinate and  standardize  its  recruitment,  selection  and  training  programs  for  new 
employees,  while  at  the  same  time  expanding  its  full  time  academy  staff.  Training 
of  recruits  will  be  expanded  to  include  emergency  medical  technician  (EMT)  certifi- 
cation, computer  skills  and  expanded  conflict  resolution  courses. 

The  department  will  also  continue  its  recent  efforts  to  create  additional 
civilian  positions,  both  managerial  and  technical,  so  as  to  hire  highly  skilled  profes- 
sionals to  manage  the  increasingly  complex  computer,  teleconmiunications  and  data 
processing  needs  of  the  department.  An  accreditation  manager  position  for  the  Ac- 
creditation Division  has  already  been  approved,  along  with  an  additional  three 
civilian  positions  in  the  teleconmiunication,  data  processing  and  computer  areas. 
More  will  be  needed. 

The  department  will  initiate  its  newly  developed  volunteer  *  Field  Training 
Officer'  program  which  will  utilize  seasoned  officers  who  will  undergo  specially  de- 
veloped academy  training  programs.  Members  of  the  new  recruit  class  will  be  as- 
signed to  these  officers  upon  their  graduation  in  June  and  will  remain  with  them  for 
the  remainder  of  their  probationary  period. 

The  expanded  academy  staff  and  the  larger  patrol  force  (which  will  expand 
by  85  new  recruits  in  June)  will  allow  for  enhanced  progranmiing  and  an  increase  of 
in-service  training  from  its  current  40  hour  annual  level  to  80  hours  per  officer  by 
1989. 

Additionally,  for  the  first  time,  under  a  program  being  developed  by  the  Ad- 
ministrative Bureau,  the  Union,  the  Office  of  Employee  Relations,  and  the  Academy, 
a  comprehensive  promotional  training  program  will  be  offered  this  summer  to  all  of- 


ficers  interested  in  participating  in  promotional  exams  for  Sergeant,  Lieutenant  and 
Captain  scheduled  for  October  of  1987.  Funding  for  this  unique  program  will  be 
provided  by  a  special  educational  fund  that  has  been  established  by  the  collective 
bargaining  agreement.  As  part  of  a  preliminary  staffing  assessment  recently  con- 
ducted by  the  department,  an  additional  eighteen  supervisory  positions  will  be 
sought  from  the  legislature  so  as  to  maximize  the  number  of  promotions  which  can 
be  made  from  these  new  promotional  lists. 

Continuing  an  effort  that  was  initiated  several  months  ago,  the  department 
will  improve  and  standardize  the  department  awards  and  conmiendation  procedure  to 
ensure  department  recognition  for  outstanding  accomplishments.  As  part  of  this 
program  the  department  will  regularly  schedule  semi-annual  awards  ceremonies  and 
will  require  all  bureaus,  districts  and  divisions  to  comply  with  the  department 
awards  procedures. 

Finally,  the  department  will  develop  and  undertake  a  comprehensive  human 
resources  management  program  that  will  effectively  maximize  the  utilization  of  its 
personnel  resources.  In  addition,  to  some  of  the  programs  outlined  above,  this  pro- 
gram will: 

•  Develop  personnel  to  their  fullest  potential 

•  Match  employees  individual  career  goals  with  the  department's 
organizational  needs  wherever  possible 

•  Reduce  to  a  great  degree  as  possible  causes  of  employee  stress 

•  Create  challenging  job  assignments  and  impartial  selection  cri- 
teria. 

To  support  its  efforts  in  this  area,  and  in  conformity  with  national  accredita- 
tion standards  and  Department  of  Personnel  Administration  (DPA)  guidelines,  the  de- 
partment will  design  and  implement  a  comprehensive  career  development  program 
which  will  also  be  supported  by  an  expanded  employee  assistance  program  (formerly 
a  one  officer  'stress  unit')  which  will  utilize  a  combination  of  in-house  personnel 
and  outside  professional  referral  services. 

All  of  the  above  managerial  and  administrative  initiatives  will  be  coordinated 
by  the  Accreditation  Division  in  close  cooperation  with  the  Bureaus  of  Inspectional 
and  Administrative   Services.      These  initiatives  will  provide   the  department  with  a 
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strong  personnel  management  systems,  effective  administration  and  comprehensive 
policies  and  procedures. 

Management  of  Information.  Central  to  the  success  of  any  police  organiza- 
tion is  its  ability  to  gather  information,  review  and  analyze  it,  and  then  utilize  it 
to  direct  the  allocation  of  resources. 

Efforts  in  this  area,  currently  underway,  will  accelerate  greatly  over  the 
next  several  years  as  the  planned  teleconmiunications,  computers,  data  processing 
and  records  management  systems  come  on  line.  Until  recently  the  information  pro- 
cessing and  management  efforts  of  the  department  have  been  scattered  throughout 
the  department  without  any  centralized  planning  or  control.  This  situation  was  ag- 
gravated by  the  lack  of  communication  and  coordination  between  the  department's 
functions  and  units. 

Information  management  within  a  large  department  such  as  the  Metropolitan 
Police  impacts  all  organizational  units.  Without  careful  management  of  information 
flow  and  processing,  these  activities  can  consume  an  incredible  amount  of  staff 
time,  be  inefficient,  and  can  become  self  generated.  In  the  Metropolitan  Police 
Department  a  significant  amount  of  manpower  is  directed  to  non-essential  clerical 
functions  which  produce  large  amounts  of  unnecessary  and  often  duplicate  informa- 
tion which  is  never  analyzed,  reviewed  or  used.  In  its  management  efforts  the  de- 
partment is  committed  to  controlling  this  unnecessary  and  needlessly  complicated 
system.     Major  activities  which  will  be  undertaken  can  be  divided  into  four  areas: 

•  Calls  for  Service  (workload  management) 

•  Management  Information  Systems 

•  Data  Processing  and  Records  Management 

•  Paperwork  Systems 

These  efforts  are  designed  to  maximize  the  effectiveness  of  the  department's 
$2,500,000  capital  budgeted  teleconmiunication  system  which  has  three  basic  compo- 
nents: 

•  A  Department  wide  computer  system  with   electronic  mail  and 
word  processing  capabilities; 

•  An  800  MH  State  of  the  Art  trunking  radio  system; 

•  Mobile  Data  Terminal  (MDT)  capabilities  for  police  vehicles. 


Together  these  activities  will  in  turn  support  and  are  in  fact  essential  to  the 
department  reorganization,  personnel  management  and  administration  initiatives,  and 
the  equipment  and  facilities  programs. 

The  department  will  be  seeking  an  additional  $3,000,000  capital  budget  item 
in  Fiscal  88  to  expand  on  the  initial  telecommunications  initiative.  This  request,  if 
granted,  will  provide  sufficient  walkie  talkies  for  all  officers  as  well  as  MDT  ter- 
minals for  all  cruisers  and  expanded  computer  capabilities. 

The  following  is  an  explanation  of  the  four  activity  areas  previously  men- 
tioned and  their  anticipated  outcomes  and  benefits  to  the  department: 

•  Calls  for  Service  activities  will  focus  on  improving  the  depart- 
ment's procedures  for  receiving  calls  for  service  and  dis- 
patching cruisers,  all  of  which  is  currently  done  manually. 
The  existing  S5^tem  does  not  permit  adequate  control  over  field 
officer's  activities.  Dispatchers  not  only  receive  the  calls  but 
must  sort  cards  to  determine  which  calls  should  be  answered. 
Additionally,  they  must  track  the  availability  of  cars  and  units 
mentally  with  no  technical  assistance.  Information  gathered 
has  never  been  analyzed. 

To  correct  these  deficiencies  the  department  will  implement  a 
computer  aided  dispatch  system  which  will: 

**    Automatically  prioritize  calls 

**     Recommend  units  to  be  assigned 

**  Retain  all  entered  data  for  resource  allocation  and 
analysis  purposes 

**  Divide  the  call  intake  and  call  dispatch  functions. 
Civilians  will  be  hired  as  intake  operators  while  police 
officers  will  continue  to  be  used  as  dispatchers.  This 
CAD  system  will  provide  the  department  with  a  State  of 
the  Art  system  which  will  maximize  the  coordinated  as- 
signment of  limited  resources  to  ever  changing  service 
demands  and  priorities. 

•  Management  Information  Systems  needs  of  the  department 
relate  to  the  processing  of  the  large  amounts  of  information 
handled  by  its  various  entities.  To  address  this  area  the 
department  has  already  initiated  efforts  to  hire  additional 
trained  civilian  professionals,  to  effectively  oversee  the 
department's  efforts.  Additional  activities  and  needs  which 
have  been  identified  include: 
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Design  of  new  computer  programs  to  speed  information 
processing  within  the  department; 

Development  of  computerized  data  collection  and  analysis 
for  use  in  the  management  information  sjrstem  which  will 
be  developed; 

Development  of  automated  personnel  management  systems 
to  assist  in  the  coordination  and  control  of  the 
department's  personnel  actions; 

Development  of  crime  and  incident  coding  capabilities  by 
the  department's  computer  and  CAD  systems  for 
statistical  analysis  purposes. 

Data  Processing  and  Records  Management  will  be  improved  by 
the  following: 

**  Maximization  of  on  line  entry  capabilities  of  the  new 
computers  will  be  emphasized  to  reduce  paperwork,  im- 
prove timeliness  of  data  entry  and  analysis. 


*« 


«« 


Old  records  will  be   microfiched  to  provide   for  orderly 
and  useful  storage  and  access. 


**  Complete  analysis  of  all  existing  systems  and  computeri- 
zation of  the  systems  wherever  possible. 

**  Paperwork  Systems  currently  in  use  throughout  the  de- 
partment are  totally  inadequate,  inefficient  and  lack 
standardization.  As  currently  used  they  are  incapable  of 
supporting  and  facilitating  the  department's  computer  ef- 
forts. A  major  negative  impact  of  the  department's 
*  paper  intensive'  systems  is  the  large  number  of  sworn 
personnel  who  perform  clerical  functions.  To  address 
this  problem  area,  the  following  activities  will  be  under- 
taken: 

**  The  department  will  expand  and  maximize  the  use  of  its 
'FAX'  and  word  processing  capabilities  for  electronic 
mail  and  paperwork  transmission. 

**  To  maximize  the  effectiveness  and  cost  savings  of  the 
computer  systems,  a  job  analysis  of  clerical  positions  will 
be  conducted  to  determine  the  department's  staffing 
needs  in  this  area.  It  is  anticipated  that  there  will  be 
some  reduction  in  the  numbers  of  personnel  needed  for 
these  functions.  Reductions  will  be  made  through  attri- 
tion so  that  officers  currently  assigned  to  'rated'  posi- 
tions will  not  be  affected. 
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**  A  new  form  system  for  the  department  is  being  devel- 
oped by  the  Superintendent's  office.  The  number  of 
fonns  used  by  the  department  will  be  significantly  in- 
creased and  will  be  designed  so  as  to  support  ease  of 
transfer  of  information  for  computerization. 

The  Management  of  Information  activities  outlined  above  will  permit  the  de- 
partment to  increase  the  availability  and  usefulness  of  timely  information,  elimina- 
tion of  duplication  and  waste,  manpower  reductions  and  dramatically  increased  abil- 
ity of  information  to  support  the  department's  mission  and  functions. 

Equipment  and  Facilities.  The  extensive  problems  impacting  the  department 
in  these  two  areas  have  been  outlined  in  the  Assessment  section  of  this  report. 
The  Bureau  of  Administrative  Services  has,  over  the  last  ten  months,  made  signifi- 
cant progress  in  addressing  each  of  the  identified  issues  and  areas,  and  has  ensured 
that  they  are  being  dealt  with  in  ways  which  are  compatible  with  and  supportive  of 
initiatives  outlined  in  this  Plan  of  Action.  Specific  actions,  in  addition  to  those  al- 
ready outlined  in  other  sections  of  this  Plan  include  the  following: 

Motor  Vehicles.  Scheduled  replacement  and  modernization  of  the  department 
fleet  is  now  being  coordinated  with  the  State  Motor  Vehicle  Management  Bureau 
and  its  replacement  guidelines  which  call  for  the  replacement  of  police  cruisers  at 
60,000  miles  or  three  years.  Within  the  next  year  the  department  will  have  re- 
placed most  of  its  existing  fleet  and  by  Fiscal  Year  1988  will  be  in  full  compliance 
with  MVMB  guidelines  for  scheduled  replacement. 

Routine  maintenance  will  be  significantly  improved  over  the  next  12  months. 
The  Central  Services  Division  has  recently  undergone  a  significant  leadership  change 
which  will  allow  the  department  to  have  greater  input  into  the  design  of  the  main- 
tenance and  repair  programs  for  police  vehicles.  Working  closely  with  Central  Ser- 
vices over  the  last  several  months,  programs  have  been  designed  to  more  thor- 
oughly investigate  accidents  involving  police  vehicles  so  as  to  expedite  insurance 
recoveries  and  repair  of  police  vehicles  wherever  possible.  Additionally,  for  the 
first  time,  an  officer  assigned  to  the  Office  of  the  Superintendent  has  been  as- 
signed as  coordinator  for  department  motor  vehicles  and  liaison  with  Central  Ser- 
vices. 

The  Superintendent's  office  is  now  also  closely  monitoring  and  analyzing  all 
accidents  to     determine  cause,  impose  discipline  if  necessary,  and  revise  department 


policy  when  necessary.  This  effort  will  also  assist  in  determining  what  equipment 
might  be  needed  for  future  vehicle  purchases  to  enhance  officer  safety  and  service 
delivery. 

Expansion  of  the  fleet  above  its  existing  level  is  vitally  necessary  to  support 
the  department's  goals  and  priorities.  To  accomplish  this,  the  State  Executive 
Office  of  Administration  and  Finance  and  the  Legislature  must  approve  any  expan- 
sion request.  The  department's  intentions  in  this  area  are  to  eventually  duplicate 
the  State  Police  system  of  assigning  an  individual  cruiser  to  each  officer. 

To  support  and  reach  this  goal,  extensive  support  documentation  and  justifica- 
tion is  going  to  be  necessary.The  Bureau  of  Administrative  Services  will  be  respon- 
sible, along  with  the  Accreditation  Division  and  in  cooperation  with  Central  Ser- 
vices, for  the  development  of  this  proposal.  The  department  anticipates  a  gradual 
expansion  of  the  fleet  each  year  for  the  next  five  years  to  achieve  this  level  of 
assignment. 

As  a  short  term  measure  to  support  the  department's  preventive  maintenance 
systems  MVMB  has  agreed  to  allow  the  department  to  retain  an  additional  fifteen 
of  its  vehicles,  originally  scheduled  for  trade  in,  to  be  used  as  "Pool'  vehicles  to 
temporarily  replace  newer  cars  sent  in  for  routine  maintenance. 

Boats.  The  Bureau  of  Administrative  Services,  working  closely  with  the  Ma- 
rine Unit,  has  developed  a  comprehensive  replacement  and  expansion  plan  for  the 
unit  which  will  allow  it  to  fully  support  department  initiatives  and  priority  programs 
identified  in  this  Plan. 

In  addition  to  the  new  boats  referenced  in  the  Assessment  Section,  the  de- 
partment will  be  seeking  additional  capital  funds  for  new  steel  hulled  vessels  to  re- 
place the  two  existing  vessels,  the  "Vigilant'  and  the  "Protector.'  To  support  the 
Marine  Unit's  underwater  recovery  function,  a  new  specially  equipped  scuba  team 
truck  is  being  designed  with  anticipated  delivery  in  1988. 

Radios.  Recognizing  the  critical  telecommunications  issues  facing  the  depart- 
ment, and  in  particular  the  current  shortage  of  radios,  the  department  is  exploring 
several  short  term  options  that  would  allow  for  the  leasing  of  at  least   100  walkie 


talkies  which  would  be  compatible  with  the  new  radio  system  when  it  comes  on 
line.The  walkie  talkies  may  be  available  as  early  as  September  of  this  year.  They 
would  work  off  a  separate  radio  frequency  but  would  significantly  increase  officer 
safety,  as  well  as  patrol  and  special  operations  capabilities.  The  overall  long  term 
improvement  in  teleconmiunications  capabilities  and  equipment  have  been  discussed 
elsewhere  in  this  Plan.  To  deal  with  current  personnel  shortage  problems  at  the 
Radio  Repair  Unit,  additional  personnel  will  be  recruited  and  assigned  to  the  Unit 
to  improve  the  routine  maintenance  and  expected  increased  workload  as  new  equip- 
ment is  put  into  service. 

Uniforms.  Quality  and  availability  of  uniforms  has  caused  significant  prob- 
lems for  the  department  in  recent  years.  To  address  all  matters  concerning  the  de- 
sign, specifications,  purchase  and  issuance  of  uniforms  and  equipment  for  officers  a 
^Uniform  Committee'  has  been  established  within  the  Bureau  of  Administrative  Ser- 
vices. Its  membership  includes  personnel  from  Armor  and  Supply  and  the  Academy, 
Patrol  Officers  and  Specialized  Unit  Conmianders.  The  group  will  meet  regularly 
and  will  review  all  uniform  and  equipment  purchases.  A  Special  Order  will  be  is- 
sued identifying  the  members  of  the  committee  so  that  all  personnel  may  direct 
their  concerns  and  reconmiendations  to  the  appropriate  personnel. 

Helicopter.  To  support  the  department's  Traffic  and  Patrol  functions 
throughout  its  widely  scattered  jurisdiction,  the  department  in  FY86,  sought  and  re- 
ceived a  $700,000  capital  allocation  to  purchase  a  helicopter.  Delivery  of  that  he- 
licopter, a  McDonald-Douglas  500  E  craft  is  expected  by  early  June,  1987.  A  Heli- 
copter Unit  has  been  established.  For  organization  and  training  purposes,  it  will  be 
assigned  to  the  Planning  and  Research  Division.  Once  the  Unit  is  ready  to  go 
'operational'  (early  in  1988)  it  will  be  reassigned  to  the  Patrol  Bureau.  It  is  an- 
ticipated that  this  Unit  will  work  closely  with  its  State  Police  counterpart. 

Facilities  &  Related  Issues.  Working  in  close  cooperation  with  the  MDC 
Parks  Engineering  and  Construction  Division,  the  State  Division  of  Capital  Planning 
and  Operations  (DCPO)  and  a  consultant,  Flansburgh  &  Associates,  the  depart- 
ment's Planning  and  Research  Unit  has  been  developing  a  comprehensive  twenty 
year  plan  to  address  current  deficiencies  and  operational  needs  as  well  as  expected 
areas  of  need.  Their  activities  have  already  resulted  in  some  work  being  performed 
for  additional  funding  requests  to  meet  the  consultant's  and  DCPO's  recommenda- 
tions. 


41® 


•    Currently  Funded  Projects 

$160,000  for  repairs  to  the  Fellsway  District  roof  (nearing  comple- 
tion). 

$600,000  emergency  funding  to  provide  for  a  major  face  lift  of  the 
Lower  Basin  District  and  repair  of  the  front  portico  of  the  Old 
Colony  District  (Eighteen  months  to  complete). 

$2,000,000  available  in  Fiscal  88  to  implement  repairs  for  some  of 
the  more  critical  problems  identified  by  the  consultant 
(completion  date  undetermined). 

$2,300,000  to  build  a  new  Southwest  Corridor  District  Station 
(completion  date  1993). 

$230,000  for  a  major  fact  lift  of  the  Blue  Hills  District  (Eighteen 
months  to  complete). 


•  Proposed  Funding 
$7,000,000  for  Fiscal  89  to  implement  consultant's  reconmiendations. 

The  Plan  being  developed  by  the  consultant  is  a  four  part  process,  which  is 
currently  in  its  third  phase.  The  final  report  with  recommendations  is  scheduled  for 
completion  later  this  year.  The  department's  Plan  of  Action  has  been  closely  coor- 
dinated with  this  study  to  ensure  compatibility  of  goals,  priorities  and  expansion  ex- 
pectations. When  the  consultants  complete  their  project,  a  detailed  department  plan 
will  be  prepared  and  distributed  to  all  personnel. 

Paralleling  these  efforts,  the  department  will  also  be  working  closely  with 
the  new  leadership  team  at  Central  Services  to  improve  the  routine  maintenance 
systems  and  janitorial  services  at  the  department's  various  facilities.  Preliminary 
plans  have  yet  to  be  developed  in  this  area. 

Completing  the  above  long  term  proposals,  and  to  address  current  needs,  the 
department  has  developed  a  re-location  plan  which  will  re-locate  some  of  its  exist- 
ing functions  and  units  over  the  next  year.  Several  of  these  moves  have  already 
been  accomplished. 

•     Re-location  Completed 

*       Warrant  Unit  to  Registry  Building,  100  Nashua  Street,  Boston. 
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Special  Investigation  Division  (formerly  Office  of  Special 
Investigations)  to  Registry  Building. 

Traffic  Analysis  Division  to  Registry  Building. 

Southwest  Corridor  Sub-Station  closed  on  April  27,  1987. 

Police  Academy  from  Fellsway  District  to  Massachusetts 
Criminal  Justice  Facility  in  Needham  in  January  of  1987. 

•    Re-location  Planned 

Headquarters  from  first  floor  to  ninth  floor,  20  Somerset 
Street  in  late  1987. 

Bureau  of  Inspectional  Services  to  Marine  Unit  building  in  July, 
1987. 

Armor  and  Supply  Division  from  Nahant  to  Fellsway  District  in 
July,  1987. 

Special  Operations  Division  from  Old  Colony  District  to  Carson 
Beach  Bath  House  in  1988  (after  scheduled  renovations). 

Communications  Division  from  first  floor  of  Headquarters  to  a 
60  foot  trailer  in  late  1987  pending  final  completion  of  the 
new  communications  center  on  the  ninth  floor  of  Somerset 
Street  in  1989. 


IV.  DEPARTMENT  PRIORITY  PROGRAMS 
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IV.     DEPARTMENT  PRIORITY  PROGRAMS 

Previous  sections  of  this  report  have  discussed  the  role  and  function  of  the 
department  and  the  necessary  internal  steps,  both  long  and  short  term,  that  will  be 
necessary  to  create  an  organization  that  can  meet  that  role  and  satisfactorily  per- 
form its  functions  while  constantly  striving  for  excellence.  Additionally  and  con- 
comitantly, the  department  must  routinely,  at  least  on  an  annual  basis,  identify  cur- 
rent external  problem  areas  that  impact  on  the  public's  ability  to  safely  use  and. 
enjoy  MDC  facilities.  Having  identified  these  areas,  the  department  must  focus  its 
improving  organizational  ability  and  resources  on  addressing  them. 

Accordingly,  the  department  will  produce  each  Fiscal  Year,  (July  1  thru  June 
30)  an  'Operation  Plan'  which  will  identify  current  external  priority  problem  areas 
and  the  activities  that  the  department  will  undertake  to  correct  them.  While  the 
very  nature  of  a  police  organization  is  to  be  constantly  prepared  to  react  to  any 
situation,  the  hallmark  of  a  successful  and  professional  organization  is  to  routinely 
act  in  a  pro-active  manner,  anticipating  and  correcting  identified  problem  areas  be- 
fore they  reach  crisis  proportions.  The  Metropolitan  Police  are  committed  as  they 
strive  for  excellence,  to  as  high  a  degree  of  pro-activity  as  possible. 

Prior  to  July  1,  1987,  the  department  will  produce  its  first  annual  Operation 
Plan  which  will  describe  in  a  detailed  manner,  four  priority  program  areas,  (as  iden- 
tified by  the  Task  Force)  steps  that  will  be  taken  to  address  them,  and  anticipated 
results  (measures  of  success).    These  four  areas  are  outlined  below: 

Improving  the  Flow  of  Traffic.  During  the  next  ten  years,  the  Greater 
Boston  Area  will  be  severely  impacted  by  major  traffic  related  construction 
projects.  In  recognition  of  its  role  and  function  to  assist  in  the  management  and 
control  of  traffic  within  its  jurisdiction,  the  department  will  initiate  a  variety  of 
activities  to  include: 

•  Creation   of   an   expanded   traffic   analysis   capability   that   will 
continually  assess  traffic  conditions  in  the  Greater  Boston  area; 

•  Helicopter  patrols  as  an  adjunct  to  the  traffic  assessment  ca- 
pability; 
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•  Expanded  numbers  of  push  bar  vehicles,  as  well  as  the  equip- 
ping of  all  marked  vehicles  with  improved  bumpers  to  quickly 
push  disabled  vehicles  off  the  road; 

•  Assignment  of  significant  numbers  of  district  officers  to  key 
points  of  congestion  during  high  traffic  periods; 

•  Expansion  of  the  TOPS  Unit  with  emphasis  on  its  role  as  a 
traffic  intervention  unit  whose  function  will  be  to  concentrate 
on  quickly  relieving  congestion  points  caused  by  traffic  volume 
or  accidents; 

•  improvement  of  coordination  efforts  with  Central  Services, 
Mass.  Department  of  Public  Works,  State  and  local  police  in 
dealing  with  traffic  tie-ups; 

•  The  Public  Information  Unit  will  expand  its  efforts  to  provide 
timely  information  to  news  outlets  about  traffic  conditions  so 
as  to  limit  delays  and  to  seek  alternate  routes. 

Improving  Visibility  of  Metropolitan  Police  Units.  As  the  MDC  jurisdiction 
continues  to  expand,  the  department  will  be  expected  to  provide  increased  visibility 
throughout  the  system  to  control  'signs  of  crime'  (disorderly  behavior,  public 
drinking,  graffiti,  etc),  so  that  the  public  will  feel  safer  and  their  use  of  our  fa- 
cilities will  increase. 

Activities  to  improve  visibility  over  the  next  year  will  include: 

•  Assignment  of  85  new  recruits  to  the  patrol  force; 

•  Expansion  of  the  Mounted,  Motorcycle  and  Marine  Units; 

•  Replacement  of  at  least  one  half  of  the  unmarked  cruiser  fleet 
with  marked  units; 

•  Improvement  of  the  existing  fleet  to  field  more  vehicles  on  a 
24  hour  basis; 

•  Increased  numbers  of  walking  beats,  particularly  in  high  public 
use  areas. 

Improving  Enforcement  Efforts  Against  Drunk  Drivers  and  Motor  Vehicle  Law 
Violators.  The  carnage  caused  by  drunk  drivers  and  motor  vehicle  violators  cannot 
be  overemphasized.  The  department  will  increase  its  efforts  in  this  area  by  ex- 
panding its  selective  enforcement  activities  and  through  expanded  training  of  offi- 
cers directing  their  attention  to  this  particular  problem. 
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Specific  activities  to  be  undertaken  include: 

•  Improvement  of  the  operation  of  the  department's  Sobriety  Checkpoints 
to  include  training,  equipment,  coordination  and  publicity; 

•  Specific  targeting  of  high  accident  locations  on  each  district  for  ex- 
panded selective  enforcement  activities  utilizing  the  department's  in- 
creased patrol  flow; 

•  Targeting  of  specific  types  of  problems  that  contribute  to  traffic  tie- 
ups  and  public  safety  concerns  such  as  overloaded  trucks,  speeding,  re- 
stricted land  and  roadway  usage; 

•  Improved  statistical  analysis  capabilities  for  measurement  of  each  dis- 
trict and  unit's  activities  in  this  area. 

Improving  Waterway  Safety.  The  fourth  priority  activity  area  will  be  to  im- 
prove safety  and  orderly  behavior  by  boat  operators  using  the  agencies  waterways. 
The  department  is  committed  to  an  expanded,  aggressive  and  visible  policing  effort 
along  the  agency's  waterways,  beaches,  watershed  areas,  the  Quabbin  Reservoir  and 
the  outer  harbor  islands.  To  deal  with  the  continually  expanding  use  and  enjoyment 
of  the  facilities  by  the  public,  the  department  will  initiate  the  following  activities: 

•  Expanded  coordination  and  cooperation  with  the  agency  divi- 
sions responsible  for  water  related  agency  responsibilities  em- 
phasizing   our  service  and  support  role; 

•  Expand  the  department's  fleet  by  the  numbers  specifically 
mentioned  earlier  in  this  report.  This  will  allow  the  depart- 
ment to: 

**     Add  routine  patrols  of  the  Nantasket,   Carson  Beach,   Re- 
vere, Wollaston  and  Nahant  Beach  areas; 

**     Expand  patrolling  of  the  Quabbin  Reservoir; 
**     Improve  response  time  to  all  areas. 

•  Starting  next  Spring,  to  assign  additional  personnel  on  a  sea- 
sonal basis  to  the  Marine  Division; 

•  Train  all  Marine  Division  personnel  as  Emergency  Medical 
Technicians  (EMT); 

•  Improve  Winter  operations  over  ice  by  the  addition  of  an  *ice' 
boat  that  can  operate  over  ice; 

•  Purchase  of  a  new  underwater  recovery  truck  for  the  scuba 
team  to  improve  the  department's  capabilities  in  this  area. 


41. 


The  department  will  ensure  that  the  priority  activities  are  reflected  in  the 
Performance  Management  Systems  (PMS)  goals  for  its  senior  managers  as  well  as 
the  Performance  Review  System  (EPRS)  goals  for  the  department's  unionized  police 
personnel.  An  analysis  of  the  outcomes  and  effectiveness  of  priority  programs  will 
be  included  in  the  department's  Fiscal  Year  Annual  Report,  the  first  of  which  will 
be  issued  in  1988  for  FY88. 
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V.     IMPLEMENTATION  OVERVIEW  AND  SUMMARY 

The  proposed  path  to  excellence  and  professionalism  for  the  Metropolitan  Po- 
lice Department  has  been  carefully  prepared  and  clearly  defined  by  this  assessment 
and  Plan  of  Action.  Achievement  of  those  goals,  however,  is  dependent  on  the 
careful  involvement  and  motivation  of  all  members  of  the  department. 

The  ultimate  measure  of  our  success  will  be  that  level  of  involvement.  But 
in  that  regard  the  department  is  fortunate  because  its  greatest  strength  is  its  per- 
sonnel and  their  commitment  to  do  the  best  job  possible.  They  truly  care  about  the 
quality  of  police  service  delivery  and  the  smooth  fimctioning  of  the  department. 
The  steps  and  priorities  listed  in  the  Plan  of  Action  reflect  an  anticipated  schedule 
of  events  which  will  allow  the  department  to  move  forward  in  the  years  ahead. 

Many  of  the  activities  proposed  will  cost  nothing  to  accomplish,  while  other 
activities  will  require  the  expenditure  of  funds,  significant  funds  in  some  instances, 
for  both  operating  and  capital  needs.  But  in  all  cases,the  additional  expenditures 
will  result  in  a  more  efficient,  effective  and  productive  department.  In  every  in- 
stance the  level  of  involvement  and  participation  by  members  of  the  department  will 
be  significant  and  essential. 

Finally,  as  we  attempt  to  look  to  the  future,  it  is  not  possible  to  predict  all 
the  potential  challenges  that  may  confront  us.  What  we  can  predict  however,  is 
the  integrity  and  competence  of  the  men  and  women  of  this  department.  It  is  they 
who  provide  the  assurance  that  our  prediction  and  goal  of  excellence  in  policing 
becomes  the  reality. 


MetropolitanPolice 

Values 


O       THE  METROPOLITAN  POLICE  DEPARTMENT   EXISTS  TO  PRO- 
TECT AND  SERVE  THE  PUBLIC. 


THE  DEPARTMENT  AND   ITS  MEMBERS  WILL  MAINTAIN  THE 
HIGHEST  ETHICAL  STANDARDS  OF  CONDUCT. 


WE    WILL    TREAT    ALL    CITIZENS    WITH    DIGNITY,    RESPECT 
AND  COURTESY. 


WE  WILL  SAFEGUARD  EACH  CITIZEN'S  RIGHTS  TO  FREE 
EXPRESSION,  MOVEMENT  AND  CONSTITUTIONAL  LIBERTY 
WHILE  WITHIN  THE  METROPOLITAN  DISTRICT  COMMISSION 
JURISDICTION. 


WE    WILL    USE    ONLY    MINIMUM    NECESSARY    FORCE    WHEN 
PERFORMING  OUR  LAWFUL  DUTIES. 


IN    APPLYING    THE    LAW,    WE    WILL    EXERCISE    DISCRETION 
WITH  CONSISTENCY  AND  EQUITABLENESS. 


WE  ARE  COMMITTED  TO  GIVING  EACH  EMPLOYEE  THE  AU- 
THORITY TO  MAKE  DECISIONS  AND  TO  HOLD  THEM  AC- 
COUNTABLE FOR  THEIR  ACTIONS. 


THE  DEPARTMENT  IS  COMMITTED  TO  CREATING  AN  ENVI- 
RONMENT THAT  IS  PRODUCTIVE  AND  SATISFYING,  AND  OF 
WHICH  ITS  MEMBERS  CAN  BE  PROUD. 


